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PERMANENT PART TIME EMPLOYMENT :
THE MANAGER'S PERSPECTIVE

- by Stanley D. Nollen
Brenda B. Eddy
Virginia H. Martin

Abstract

s

-

!

Part time employment is surprisingly common, and it is growing. More than
20 percent of all people who work are employed part time. Advocacy groups are
pigssihg for more part time jobs, but there is little information on their ef-
fect on employers.

The objectives of this exploratofy study are to 1) learn why sbme employers
use permanent part time employment and others do not, 2) suggest what the bene--
f£1ts and costs of part time employment are, and 3) describe which work settings
are well-suited to part time employment and which are not. Original data were
cbtained from personal interviews and mail questionnaires from 68 private sec-
tor corporations, both useys and non-users of permanent part time employment.
Occupations studied were mainly clericall,. operative, and laborer. ‘

., The economic outcomes of part time employment are not central to emplcyers'
decisions to use it or not. Often the outcomes for part time workers are about
the same as for full time workers. When there are differences, they are often
unimportant to employers. Thus economig benefits are not strong incentives to
use part time émployment, and economic costs are not strong constraints against
its use. :

a

¢

4ghe most frequent economic benefits of part time employment are reduced over=
time, higher productivity, reduced absenteeism, and lower wage and fringe benefit
costs. The most frequent cost'is supervision, with recordkeeping also
mentioned occasionally. These outcomes may vary with the occupation of
the part time job. On balance, benefits outweigh costs. The expectations
cf employers who do not use part time workers are somewhat morg negative
thah users' experiences, but the only factors on which there was strong
disagreement were productivity and absenteeism.

. - . L4

Employers (both users and non-users) generally do not have pejorative views
of part time workers. They believe. in their seriousness of purpose, acknowledg- !
ing their need to schedule work around another major responsiSility (such as
scheol or children) and earn an incomé. Yet many employers see part time workers
as different from full time employees. They are perceived to be outside normal
career ladders; not interested in or eligible for advancement or promotion.

L A}
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The ﬁature of the epployér's buSinéss srtongi;\affects the usage of part

time emplpyment. The most common reason offered for using part time workers

1s to fit] th® work force to the size of the work load. In addition, the nature
of the j affects the use of part time employment. Some job technologies fa-
vor it a ome discourage 1it. : . '

»

” . .
THerg are two work technologies which clearly encourage the use of part time

employmenk: discrete job tasks and c¢yclical demand for products or services.
There are’ also two work tgch‘ploqies which are clear constraints: continuous
process operations and supervisory responsibility in jobs. These technologies ‘.
affect economic outcomes of part time employment and distinguish users from non-
users. However, continuous process operations are not an absolute barrier--

over half the users studied®had this technology. .

Organizational structure, management style, and managers' attitudes are
‘secondary factors in explaining the use of part time workers. Employers who
use part time workers have a relatively organic organizational structure which
is more informal and less controlling than that of non-users; they are More
employee-cengéred and participatibe; their work unit supervisorss are more change-
oriented and less traditional in their values. But there is no molar organiza-
tional climate difference between them--part time.employment is not more likely
among human relations climates thar among classical management climaEgs.‘-

' The decision to use permanent part time employment is a two-stage -process.
First, the consideration of part time employment ‘ag a staffing possibility is
prompted almost exclusively by a scheduling problem--by a cyclical demand for
the output of the work unit, by extended hours of operation, or by a non-stan-
dard size of work load. Secohd, an adductive decision process’ comes into play.
Given a scheduling problem, managers scan for factors which might block their
use:of part time employment or make its implementation easier. The factors

_ which they $can are work technology, labor market conditions, trade union, influ-

ERI
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ence, and some aspects of organizational climate. A constraint in any of these
areas redyces the chances of adopting part time employment, although encourag-

ing. factors in other areas might offset the constraint, or the scheduling prob-
lem may be serious enough to overcome the constraint.

For the future, it appears that almost any job could be made available on
a-part time basis. There are no absolute technological barriers or major eco-
nomic costs of part time employment (except those caused by collective bargain-
ing agreements) . Although there are some job technology reasons why few managers
are employed part time, these can be ovq?come. Yet it is not likely that many
additional part time jobs will be made available without some new incentive for
employers to do so. The major incehtive to use part time embloymentncurrently
is sgcheduling problems; these are not common to all employeré. Few if any other
strong incentives can be documented. However, if government policies encouraged
part time employment, they would succeed; there would not be strong resistance
registered by employers as long as they retained considerable flexibility in im-
plemedtiné'suqh policies. Current non-users usually are not prejudiced against
part time employment and do th‘foresee impossible cost barriers. But it is
essential to gain the cooperation of labor unions. ’ :

5
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INTRODUCTION

7 .

©

Part time employment is surprisingly common .in American industry.

More

growing form of Employment

1

.than 20 pergént of all employed people work on a part time basis.
young, and the old, the percentages are much higher.

It is also a steadily

a
s

Ameong women, the

Whether due to‘!he growth in iks use or to the changing values and life
styles of the 0’ Sy therg is increasing 1nterest in‘part time employment as
as.alterna%i the standard work schedule The popular press is replete with
articles enumerating the advantages of part time émployment and advising prospecs
tive workers how-to find meaningful part time jobs. The stress is on permanent
part time employment rgther than temporary or intermittent work. -

: The claims made by advocates of permanent part time employment

pear im- A‘
N ) > [

pre551ve H 3 '
Ve ]

t

" reduced unemployment by sharing the available work

more opportunities for those who cannot work full time--parents with young
children, students, handicapped, and elderly people . | .

easier transition of roles from housewife to worker or worker to retireé

. ! . 3

> - reduced stress in'two-worker families by sharing of child care and domesg~

o’ uties

’ . . Voo

. e
« easier mid-career retraining, without total loss of earnings

*- more even utilization of public serVices such as parks and transportation

LY v

In’ addzéﬁg%§§o these alleged soc1al»benefits,.advocates also claim there

are‘a variety of advantages for employers

increased labor productivity
reduced absenteeism and turnover

, -~
N ' N

They include: .

°

‘better tailoring of labor input to work needs E
reduced labor costs ) . (
- a larger and better qualified labor pool
< increased employee morale and job satisfaction \ . '
Despite the growing use of part time employment .and its claimed &dvantages,
those who are most responsible for its use--the employers themselves--are curi-

ously silent.

Neither puSiness journals nor business conferences devote much

Even the federal

attention t z very few academic inquiries have been made.
tself—

goveynmen

-a policy leader and a major employer——has yet no employment

policy responsive to the mounting demands to assist permanent part time employ-

ment. ’

~

' who might provide it.

Yoo / l l ’ (i -

RIC

-

Thus-it is a. provocative irony that there should be so muoh activity by
those who want permanent part time employment, and so little concern by those -
-Surely the staffing decisions of employers,, conscious

- - - ‘s
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Q

or uncons¢ious, are affecting'millions of Americans, as well as the economics
of their own enterprises. And yet thete is little knowledge about part time
emp loyment from the employer's point of view. .

.

»

This study 1s focussed on the employer. ‘It is small scale and exploratory.
It begins to investigate the issues from the employer's perspective, and it
seeks to understand the irony of their unconcern. Three major questions are
asked in this study: .

\ f
A
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1. why do sqg: employers use permanent part time employment while others
. do not? at is their decision process?

What are the benefits to employers, of uéing part time employment, and
‘ what are the costs? How do they view their experiences?

[

- \ .
3. What are the work settings for which part time employment is well-

>~ . ~

priate?‘ N . .

The first step toward answering -these questions was a reading of previous
studies and data sources--to learn the usage patterns of parg time employment,
to see the business env%ronment in which part time employment decisgions are
made, and to assess thg state of current knowledge about, employer-level issues °
(see tge authors' interpretive review). That research led to a series of work-
ing hypotheses:

@
-

1. “That employers have generally good experienceS with part time gmployment

»

account for its use.
>. That the nature of the work (work technology) in some cases fits with
(or even calls for) part time s¥eduling, while the nature of. the work
in other cases discourages it. :

.

L)

3. That orgapizational climate and management style are either receptive '
to part/fime employment or hostile to it. ]
- ‘ 4 )
.4. -That benefits and costs, work technology, and organizational climate
: are interdependent, and that the decision process includes all of them.

i ¢

The empirical Qeart of the study is opinion data obtained from 68 employers
in the private sector, both those who use permanent part time workers and those
who do not. Personal interviews were held with both a senior employment officer
(such as a personnel director) and a work unit supervisor in ‘most firms in order
to hear both high-level policy viewpoints and day-to-day operating details. In
addition, a mail questionnaire was answered by each interviewee.

The firms were concentrated in the manufacturing industry, where there are
many production jJobs and {ittle use of part time employment, and in the £finance
and insurance industry, where there are many administrative and clerical jobs
and substantial ‘use of part time workers. Because of this concentration and the
small sample size, the findings from this study are not generalizable toO all
work settings. )
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--that its benefits outweigh its costs--and that those good experiences -
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. The results of ‘this research include new knowledge aﬂbutf? ‘

& .

are as it is now used . -

.

[

- What the economié benefits and costs of permanent“part time employheit“

- What the expectations and attitudes of employers whgwﬁo riot use part [,

time employment are, and why v . I
‘ : r
e

= What kinds of kbs and work techﬁologies are good for part time "emp}.oy-
n Lo /

ds are not gaod .’ .
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iéﬂhether organizational climate #1d management style affect the%use of

%part time employment, and if so, in what ways
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- How factors external to the firm, such 'as labgr unions and labb%

market

conditions, bear on the decision to use or no¥ use part time employment

.

- What employers' attitudes toward part time workers are

-~

- How the personal characteristics ofjpart‘ffme workers, such as éiéir
housewife or-student status, affect the use of part time employment and .

its economic outcomes ‘

N

[

. . 4,

- What the employer's decision process is liig--whét prompts the ¢
tion of part time employment and what factors™ are dominant in the

- If new public pclizy
policies might wor

I3

and.how these policies might affect -employers

The plan of the study is as follows. In Chapter I, the setting is

to encourage part time employment is proposed,

onsidera-

decision
what

L4

presented.

The issues are outlined, and there is a summary of .what is..known about part time

employment from the employer's standpoint.” In” Chapter II, the research
are described. 1In apters III, IV, and V, the main body of empirical f
Employers' experiences and expectations about part time e
are described an% their effects on.its usage are *found in Chapter III.

technologies of employers and their effects on the decision to use part
ployment are presented in Chapter IV. .gimilarly ;2 findings én organizati

mate appear in Chapter V. 1In Chapter VI therg are a synthesis of the ma

_____is presented.
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me thods
indings
mployment
The work
time ém-
onal cli-
in find-

ings, a set of copclusions to the major questions asked, and some recommendations

for future policips for both employers and governments.
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Chapter I. THE SETTING !
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The first step in answering employer-level guestions about permanent part
time employment is to ufiderstand the sétting in which current decisions in this
area are being made. This includes a review of the major arguments presenteqd
by groups concerned with part time employment, a summary of legislative initia-
. tives and private sector experiments with this work pattern, and a review of

the state of current knowledge about it as derived from a survey of the rele-
vant literature. ) ' . ’ 1

L L

.

A. Arguments and Activities

Advocacy Groups. A number of advocacy groups support permanent part’ time
" employment, including those representing the interests of women, the elderly,
the handicapped, and the poor and the unskilled. Women's groups believe that
part_time employment would assist women with childfen to combine career inter-
ests with household and child care responsibili.ies. Other groups suggest that
. part time employment would facilitate the transition from work to retirement
for elderly people and enaljle more handicapped people to be productively employ- .
+ ed. Poor people who cannot easily  work full time {such as welfare mothers)
might be able to work gart‘time. Unsiilled'indiyiduals who could work part
T ‘tiﬁe‘wouid be in a posit;on to acquire training without total loss of earnings.l

- SN f
Other advocates claim that permanent part time employment promotes egqual
tmployment opportunity and social equity and is therefore in the service of
national goals. If this is so, widespread écceptance of permanent part time
employment woulddainefit-the neediest. Permanent part time employment might
O remedy the under lization of women in the labor force. In general, it ex-
pands the rangé of employment options, thereby contributing to the quality’
of working life.

In dddition, two national econoﬁic benefits are claimed for permanent
part timé empléyment. The number of people unemployed can be reduced by a
share-the-work principle. For example, half time jobs provide some -employ-
ment for twice the number of people as full time jobs, albeit with no increase
in total earnings. Thus part time employment is propjsed as a means of coping
I with ‘chronic surpluses of labor. (Of course, increas€d pdrt time job' oppor-
tunjties may also increase the supply of labor, thus mitigating any beneficial
1~ effects on unemployment. ) ) .-

’

& The other benefit claimed is increase abor productivity. Part time

workers may be absent less and take fewer breaks while at work. If théy ex-
‘ perience less fatigue or stress, they may be able to maintain a faster out-
put rate. They are claimed to have high motivation.2 <None of these social
and economic ben€fits, hoygver, have been empirically verified.

;
-

lsee U.s. Congress, House of Representatives, Schommittée on Manpower and
Civil Service (1975) and U.S. Congress, Senate Subcommittee on Employment, Pov- i
erty, and Migratory Lador (1976) for representgtive arguments made by these groups. ,,

'
. : 2See_ Section B below for more details and sources.

.
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Employers. Partly in response to*these arguments, employers in federal, =
state, and local government and in private enterprise have recently conducted
several noteworthy_experiments‘with permanent part time employment. For ex-
ample, the Proféssional jand Exécutive Corps of the Department of Heé}tq, Edu-
cation and Welfare offers permanent part time work at high job levels; the
State of Wisconsin Departmept of Human Resources has a job-sharing program;
and the Control Data Corgora%ion operates a part time assembly'plant.3 Other
employers in the public and 'prévate sectors have also instituted a variety of
ongoing, permanené part ti employment programs—-part ime counselors’at the
U.S. Veterans' Administ;ai?ﬁn, part time laboratory te nicians at the U.S.
Geological Survey, "mothers! hours” at Massachusetts Mutual Life Insurance’
4§ Co., and the evening mini-shift at Occidental Insurance Co. For the most part,
howéver, these programs have not been evaluated. -

4

Public Policy Makers. In the public policy arena also there has been
interest in permanent part time employment. Five bills relating to alterna-
tive work patterns were introduced in the U.S. 94th Congress (1974-76). Three
of these focused on permanent part time employment: S. 792 by MrF Tunney and
its companion H.R. 3925 by Ms. Burke, both called "The Pdrt Time Career 8ppor-

‘tunity Act,” and H.R. 12414 by Mr. Conable, called “Phe Private Sector Part

- Time Employment Act."- The first two pieces of legislation would mandate that
at least 10 percent of a1l federal jobs (up to supergrades) be available on

«a part time basis, and the third would'provide a tax incentive to private sec-
tor employers to increase their use, of permanent §art time ‘'workers. None of
these bills has, yet been enacted, although S. 792 was passed in the Senagg.4
In addition, sqve;él states have proposed,or passed legislation designed to
increase permanent part time emgloyment (e.g., Massachusetts, Maryland, and
Wisconsin) . ' In the executive branch, the U.S. Civil Service Commission has

sought a reinterpretation of personnel ceitling regulations to encourage more

part ;ime e‘mployment.S v f < ° ‘

1

.

i

Large Supply and Small Demand. The supply of'geople who want permanent
part time employment is claimed to exceed the number of Zava¥lable jobs,
though some organizations currently employ permanent part time people,&i

, - not-a usual staffing method. AboQut one fifth of all people who work are part.
time workers, but less than:a tenth work part time year' around. Neverthgless,
the use of permanent part time employment has increased. During the last /25
yea¥s, the propogtionfof the labor force accounted for by permanent part
+iflf workers grew by 50 percent. New employment services have been crg¢ated,
to eet® the rieeds of a work force that specifically seeks out a part tyme ca- -
. reer (e.g., New Ways, to Work in Palo Alto and Flexible Careexs irf Chi¢ago) .

Employers who offer new “jobs on.a permanent part time basis repért ap over-

s

Al-
t is

whelmirgly positive response from job seekers. . /
§ : R . ; . L -
- : . . . /
., . ] . lj‘ ~ . //
, - ) 3see Howell and Ginsburg (1973), U.S. 'Congress Senate Subco ttee on Em-
‘ ployment, .Poverty and Migratory Labor (1976), and Control Data Cgrporation

(19 ), respectively, for discussions of these experiments. roL

. . /
4Seg U.S. Congress, House of Representatives, Subcommittee fon Manpower and

Civil Service (1975) for testimony on these bills (except H.R.;/12414). e .
» , . /
' - Sgee Appendix III for detail$ of this and legislative ac;ﬁvity. -
) oS v ) C / )
o . ' : ‘ /
- ¢ . 6 N {
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Yet all this experlmentatlon and legislative act1v1ty has ralsedvmore#*
questiops than it has. answered. Questions of-the economic 1mpact on’the
employer and the suitability of permanent part time employment to’ varlods
" work settings are central. Although the state of current knowledge about
these and related questions rs meager,.a-brief review is necessary.

o éw, e% The State of Current Knowledge - Yoo

o

The llterafhre on part time employmenp although 51zeabfe, does not per-
_mit ‘much synthesis of findings with any degree of certainty.6 There is little
rlgorous theoretlcal deuvelopmgnt (although theories of dual labor markets in
the field of industrial and labor relations would seem especially appllcable),
: ”5tz r*cr-andrthns dedupt;veﬂresearch is hampered. 7 The scarce empirical ev1dence has
“'malnly come from .case studies which axe unrepresentatlve,for from surveys of

.employers who use part time workers.8 Much of the literature.relates to women,
and some of the best works'are European ‘studies’ conducted several years 4g0.9

A small amount of statlstlcal data on part time employment is publlshed in U S.’

. government documents.l0 C L - |

A d1st1nctlon needs. to be made’ between permanent, part time employment ‘and
other types of non-full time empioyment This study uses the definition of. ¢

+ "the International Labor Office, which is also used by the Organization for
. . Econdmlc Cooperatlon and Development (I.L.0. 1963, Hallalre 1968)

‘Part time employment Regular, voluntary employment carrled out during

worklng hours,ﬁlstrnttly shorter. than normal: : N

A 1

- s

Note that part tlme empioyment under this deflnltl?n, 1) 1é stable andl not
- temporary, casuaL or 1nterm1ttent '2) is not ‘the result of adverse economlc
SN -clrcumstances-uh%ch.res cuthack§ in working hours, and 3) may be part
day, part week, Of par month. Thus we take part time. employment to'mgan
permanent part timé employment T . ‘ o ' §

h L i '\’»

-~ ~

LY

6see the authors' unpubllshed paper, "Permanent ,Part Tlmb Employment. ‘An
Intexpretive Review," for an extensive survey of the literature‘®n permanent
part time employment Ifrom the employer 'S p01nt of v#ew. ot ., ’

"

- -~

7Mor§e (1969) appears to be the oniy attempt and it is a swpply 51de
;rather than demand side treatment The work of Doerlnger and Piore (l97l)
would also seem applloable. . .o Qo *

- ’ hd ) ‘
2

o~

8The Catalyst studies eXempllfy the»rormer (1968 *1971), and Prywes
. (1974) and B.N.A. 974) représent. the latter. .
D2 G2)4) représen .

. ~ %n partlcular, Hallalre (1968),and I.L.O. (1973) .

! ©
. 1lOsee, e.g., the Special Labor Force Reports serieg of the U.S. Bureau of
Labor Statlstlcs, especially the annual issue titled, "Work Experience of the
Populat1on : ) . — , ;

»
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This definition excludes three othér employment categories which often
have been associated with part time work: ~ - . )
. N A : L S
Temporary enbloyﬁent: Emplo&mémﬁ of fixed duration, either full time’
or part time. Seasonal workers, temporary help services, and’'some con-

sultants fall intd this ca . .

S / . 1
Intermittent employment: 2Emp16yme on an occasional basfé. Work isg )
unplanned ar.d unpredictable with reg to both availability and duration.

~u b

Short hours, or part time .employment for econo&ﬁ%\féasoné: A Work week
sshorter than normal instjtuted to cut production or services.during eco-
nomic dowriturns or to,share work during perigds of recessioh. , -

4 - - o
.There jis no international standard to determine the number "of hours which
constitute part .time émployment, or to establish How much working time is "dis-
tinctly shorter than normal.” The U.S. Bureau of Labor Statistics defines part
time employment as‘any employment less than 35 hours per week (without regard
to temporary or intermittent distinctions). ‘

P

. A
, Size and Scope of Part Time Employment 1 . < s -

Three key facts help describe the size;and scope of the phéhoménon of part
time employment in the U.S. First, the level of usage of part time (including
temporary and intermittent) employment is surprisingly high; the usage of per-
fnanént part time employment is not precisely known,’ but is likely very much
lower.. Second, 'the ogcurrence of part time employment is very-unevenly distri-

,*bu%ed across indusETigi and occupations. It also varies greéatly according to
the sex and age of the worker. 'Third,. the use of part time -employment has in-'

‘creased substantially relative to full time .employment in the past 25 years.

Level of Usage. In the United States, 21.1 percent of those who worked !
in 1975 were part time employees (this category includes all people who usually
worked less than 35 hours per week).ll Most of them--80 percent--were voluntafy
part time workers (as opposed to “"short hours” workers whose work week was in-
‘voluntarily reduced by their employer for economic reasons)- Their‘éverage
hours ofr work per week was about 18. ‘

) o

Ve .

The extent of vqlhntgr} part time employmeng which is reqular and permanent
as opposed toO temporary OT intermittent is not precisely known. However, about
39 percent of all part time workers were employed year around (48 to 52'weeks)
if 1975. - Assuming that yeay around part time workers .are both voluntary and «
_permanent, then a minimum of 8.2 percent of all employed.peopde are permanent

part time workerxs . s
- -7 . . - v

Sex and Age Composition. Women are much more ‘likely to be part time empldy-
ees than men. Among all women who worked in 1975, 33.0 percent worked part time

while among men, only 12.4 percent worked part time.. ,
§ - ‘ LT

<

= . -
-

1lThe source for this and subsequent aggregate stafistics, unless otherwise
foted, is the U.S. Bureau of Labor Statistics {1976). For more detailed data

see the authors' -unpublighed paper. -
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‘- -The dibtihctlon between part and full tlme workers is even more prpnounced g
accordlng to’'age rategories. Nearly half the nation s younger and older people,
men, and women under twenty and over* sixty-five; ‘work part time. Very low pro-
portlons of men in the prlme working ages of 2b .to 59 are part time employees,
although among women .a substantial level of. part time employment cont1nues
throughout the ‘adult working life. For example, only 2.8 percent of men age
135~34 worked -part time in 1975, but 31.4 percént of women in the same age"
' ggoup did so. . s ™

1N 1 4
" Occupational and fndustrial Distribution. Part time jobs tend to be

woutine and unskilled. About 52 percent of all men who work part time'are
' service wprkers, laborers (non-farm), or operatives. Among part. time women,
. 61 percent are service or clerical workers. In contrast these occupat1ons ac-
count for only 33¥percent of all full time workers in’ the case of men and 56
percent of all full time- workers in the case of women. Thus part time workers
are overrepresented in thesé™lo level occupatlons. On the other hand, a sub- | . .
stantlal number of part time e loyees fall at the other extreme of the occu-
pational spectrum Spec1allzed profess1onal or technical jobs account for about
one-gighth of all men'and women- part time workers. The occupational category
with the smallest number of men part' time workers is that of managers and ad-
'mlnlstrators-—only 2. 6 percent of these employees are voluntary part time workers

L

’ & .t . .

The industrial distributicn of voluntary part time w0rkers ig Iikewise un-
even. The service industries, and the wholesale and retajl trade industries’
are ovexrepresented, while .the manufacturine 1ndustry, with only 3.9 percent
of its employees working part time, is underrepresented. ‘However, these out-
come's may also reflect the distribution of skilled and unskilled occupations
within these indUstries or tne number of women they employ.‘

Growth af Part Time Employment. -Since the early‘l950 s the proportion of
both men and women who work part time has increased--from a.ilevel of about 9.0 to
12.4 percent for men, and from a level of about 25.0 to 33:0 percent for women.
. The numbe ™ of part time people working year around, however, has increased at rOLghly
"the -same rate as all part time workers More employers have increased their use of
permanent ‘part time emplbyment than have decreased it (B.N.A., 1974). Voluntarv
part’ time employment has increaséd especially rapidly. In the late, 1956's volun-
tary part time employment represented about two-thirds of the part ‘time workforce.
Currently it represents four-fifths. However, the overall increases in part
tite employment appear to be ‘due to an increase in the number of young and old
people working part#time. There has been no gecular increase in the proportion
.of prime working age men or women who work part time. . _

. - -
v

. Occupationally, . the largest increase has been in the clerical and service -
occupations: There has alsp been an increase in the relatlve number of profes-
sional and technlcal people who work part tlme - -,

+ v ¥

Employers' Experiencesl? ‘ .

L) . - L]

A number of studies Have measured employeks' experiences with and attitudes
toward permanent part time employmént. These findings have also suggesteqd that

12see the authors'- unpublished paper for sources and more detail.
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. forces. external Eo,;he employers may have generated the use of part time
comploypent. o

o

[ . M - L

Worﬁplace Outcomes. One outcome suggested by the -literatdre is that per-
manent part time workers may differ in overall job performance from their full
time counterparts, especially invprdhuctivity,'turnover} and absenteeism. Pre-.
‘vious studies do not-suggest that part time workers are clearly superior, but
that part timers perform better than full time workers more ‘often than 'not.

. Nevertheless, part time employees are often pelieved to be inferior in promo-

. “tability, ‘eompetence, responsibility, loyalty identification with employers'

\ goals, and in theix relationships with coworkers, although there is little evi—
dence in previous studies to support these beliefs. '

It is alsocommonly believed that part time employment causes higher per-
sonnel administration .costs to be ingurred than would be‘the‘caSe for .full time
employment, especially for recruiting, training, record keeping, and:fringe
benefit costs. Previous studies suggest this may be true §or record keeping,

but there are no empirical indications about recruiting, training, or fringe
benefit costs. ‘ . . ’

N " Work management tasks are often thought to be problems with part time em-
ployment. For example, supervision and communication may be more difficult,
‘equipment and facilities may need to be expanded, and scheduling the working

A time of pait time workers could introduce complexities. But in other «ases, -

- work management tasks might be* eased by the use of part time employmgnt, if

that means less gvertime needs to be scheduled for full time workérs, or if

peak work loads or extended hours of business can be more easily covered.

5
It is not likely that all.the benefits or all the costs. of permanent part
St time employment will accrue to-any given employer. Only some will be realized.
Furtheimore, an outcome which is a benefit to one employer may be a cost to
:another. In other words, which outcomes are favorable for part time employment
and which are unfavorable is in part situation-specific.
1] s, i

\-Attitudés and Perceptions. * Previous work suggests that many employers
. held a rigid, stereotyped view of part time employment. It i's often viewed as
marginal and unnecessary except as an expedient to cope with special work
needs. It is considered appropriate only for certain work technologies, and
‘suitable mainly for entry level and less desirable jobs. Employers tend to
see managerial jobs as unsuited to part time employment. Professional jobs
.are acceptable as’part time positions only if there are no administrative re-
sponsibilities. Little training investment or promotional opportunity is at-
_ tached to part time loyment. Part time job holders are correspondingly .
viewed as temporary -s€condary wage earners. Employers do not consider them

serious about careers or committed to the labor force. Other studi?ugges‘t

tHat employers who do'noﬁ use part time workers are reluctant to beg o do so

because- they fear disruption of the status quo,.higher costs, and a riety of

:diffuse and unspecified administrative complexities.

External ‘Forces. Two major forces external to the employer'may influence

"+ the use of pegpanent part time employment and affect the experiences some em-
ployers have had with it. One such force is the conditions of labor supply.

If full time labor is scarce, as it was. after World War 1I in Europe, the use

’ -

' o 10
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. ? of part time employment is favored since’ it ﬁay éxpand the size of the labor
pool by appealing to people who otherwise would not work (such as some women).
If part time labor is in surplus, as is thought to be the case in the U.S. cur-
rently, benefits from part time gmployment may agcrue to the employer. .Recruit-
_ing costs, for example, may decrease, and better qualified and hence more pro-

‘ductive people may be employed.

/ The other major ext®&nal force is labor unions. Some unions are skeptical
of part time employment. They believe it might damage the status of full time
workers by increasing competition for jobs and depressing wage rates. Some
o unions also believe that widespread part time employmen might mitigate agaidst

union objectives to gain a shorter full time work week. Unions are concerned
that part time workers might be more difficult to organize. Unions and women's
groups suspect that part time employment would further institutionalize women
in a marginal employment le. Neévertheless, some unions, such as the Communi-
cations Workers of AmericWy have been l€aders in advancing permanent part time
employment arrangements. A unionized work unit may discourage an employer from
of fering part time employment if all fringe benefits are provided'to all workers
by contract agreement and these benefits cost proportionately more for part time
employees. 3

k3

Explaining the Use of Part Time Employment‘

Previ£5 studies do not explain why permanent part time employment i!used
by -some employers and not others. The point of departure, of course, is to ex-
amine the experiences which employers have with part time employment. However,
those experiences arg not clear cut. They are sometimes favorable and other times
unfavorable. There is also little evidence on the importance of these experiences
to the decision to use or not to use part time employment. There are only the
suggestioﬁs that the experiences may be in part dependent on (1) who the,part
time workers are, (2) what the technology of the job or work unit is, and (3)
what the organizational climate and management style is.

Worker Characteristics. The typical part time worker is a woman, young
. or old, who has another major life dole, such as student or housewife. These
characteflstips may affect the employers' costs or benefits. For example,
bright, adaptable college students may not need training, thus saving training
costs. Mature and experienced housewives who are used to working independently
and responsibly may save employers the cost of close supervision. On the other
hand, productivity may decrease if the worker is a moonlighter already tired
from another joh. Similarly, students with changing interests may increase the
. turnover rata. s ..

Employers' experiences with part time workers usually do not determine whe-
ther they use part time employment. Among the five reasons cited most frequent-
ly in previous studies, mot a single direct reference to job performance or per-
sonnel administration experiences exists. These five reasons are (1) gengral or
specific labor shortage, (2) peak load coverage, (3) extended hours of operation,
(4) job does not require full time attention, and (5) retaining experienced ’
workers no longer able/'to work full time. Economic bengfits such as reduced
recruiting costs and teduced labor costs are, of course, implied in these

.
-
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reasons. d indeed higher prodhctivity #pd reduced turnover tboth job per-
formance outicomes) appeared in the top ten reasons for using part time employ—
ment. But an alternate explanation (not simply economic -experiences) is sug-
gested by these reasong, and also by ¢ observed unequal distribution of part-
time emplo nt across ingustries andj;

Johy and Work Unit Technology. Previous studies suggest that some jobs
are more suited to part time employment than others. Jobs involving continu-
ous process technology are believed least suited for part time employment.
*Included in this category would be jobs in many man facturing, industries, or
which ip general require continuity, such as supervisory, management, and ex-
ecutive positions. They are thought unsuited for part time employment because
of disruptions and scheduling gomplexities. On the|other hand, some-job tech= -
‘noloyies- are -thought--to~be espdpially suited t6 part-time employment, such as
discrete tasks, repetitive-or.tedious work, and stressful tmentally taxing or
emotionally demanding) work. Jobs which are charac erized by discrete tasks
may require fewer supervisory inputs and thus avoid'a usual cost of part time
employment. Bath repetitive and stressful work is thought to benefit when
done in blocks of time shérter than the customary 8 hours. ,

Two, other ‘work unit technologies are thought to favor the use of part time
schedul?kg. A time pattern of demand for the work unit's products or services,
which is either cytlical (e.g., peak lcads during part of the day, as in the
case#f bank teller service) or extended in hours of operation (e.g., evening
hours in retail stores), is thoughtappropriate for part time work.:

) ) R .

Although joﬁ and work unit technology affects’ employers' experiences with
part time workers (and—in this indirect way contributes to the decision to use
or not td use them), their prominence in previous sgpdiesvleads to their gepa- |
rate cgnsideration as direct influences on the use of part time employment. -

A variety of external and internal factors can influence the decision ma-.
ker. Labor unions (discussed above) might deter an employer from using part
time workers, while equal employment opportunity presssure, community pressure,
and individual managers' attitudes could constitute positive factors in favor
of creating more part time Jobs. -

Organizational Climate. One other mode of explanation for the use of per-
manent part time employment is possible. Organizational climate is suggested ¢
not from previous studies, but rather is observed in field research. The con-
cept is not precisely defined, although some consensus is emerging in the or-
ganizational behavior literature. One definition is "a relatively enduring
quality of the internal environment of an organization that is experienced by
its members, influences-their behavior, and can be described in terms of...ats

,tributes of the organization."13 There are, of course, many different dimen-
sions of-the quality of an internal environment and many variables within each
dimension to tap. Working inductively from prelimina interviews with experts,
five dimensions of organizational climate may be espezially relevant to the per-
manent part-time employment decision: organi;ational structure (organic vs.
mechanistic), management style((ehplox@e—centeiéd vs. production-centered),

t
T

13prom Taguiri (1973), p. .” See also Langdale (1976)

ccupations.. . : 7

P




gtability), and agers' attitudes. (ppsxtlve vs. negative) . ’.

Instltutionallzatlon. Permanent part time employment is seldom 1nst1tu-
tiOnallzed as a #egular employment optlon, even in the face 'of favorable ex-
perlences with 1t The reasons for this lack of institutionalizatioft need to

be .explored, Perhaps managers remain unaware that part time employment is a
generalty available me'thod of personnel management, since standard policies,
procedures, and ihformation systems for part time employment have not been de-
veloped, andffavorable experiénces in one work actzvxty dre not directly trans-
ferred to others. Of course, non-transference could also be the ‘result of an
economic benefzt in one Job, such as higher productivxty, failing to be achieved

, in another Jobﬁ S R , . -
\
Lack of 1nstitutionalization may also be due to non-economic hindrances
\u/centerinq on the deficiency of feedback mechanisms: from realxzed outcomes to-
employment decision makers. There may be a simple lack of information about
_ experiences with part time employment. Selective perceptidn of past experi-
ences may result. from employers' attitudes which admi't negative results and
block positive results (e.g., actual lower turnovey results for women part
time employees may subjectively be blocked by stereotypes about the labor
force behavior of women). Or there may be a feedback interruption,in which
successful part time workers aré transformed in the eyes of management into
"full timegy workers. Thus good results are not identified with part time work
itself. milarly, p051t1ve experlences may be :thought the result of a unique
circumstance (e.g.; a particularly outstandlnq,worker) rather than as a normal
.result’ associated with part time employment. . -

-
S, ' -
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. (1) to understand why permanent part time employment is used or not--which
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A . Chapter II. RESEARCH OBJECTIVES AND METHODS ,
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This stu&y‘about employers and part tihe'work has a three-fold objectivg:
o

factors are incentives for its use and which are constraints, and how the - o,
emplojér's decision is made; .{2) to suggest what the benefits and costs are
of part time employmerit;.and (3) to describe which work settings are well-

suited to part time émploymgfit and which, if any, are not. p

"The study is exploxatory. It ‘grows out of a sketchy literature and asks- -
simple questions of a modest data base. It is empirical rather than theoretical,
relying on new evidence from employggs.'.Most of the evidence 'is opinion data .
rathér than economic .measurements. Thus the conclusions obtained from the bpaly-
sis reflect employers' informed views, but they can not’ be rigorously docugepted.
The focus is on employers rather than on employees—-on the demand side of¢the la~
bor midrket rather than on the supply side. The intended outcome of the 'research
is to suggegt rather than to deglare answers--to narrow the'rangé‘of ambiguity,

to clarify issues, and to point toward the critical variables. .

+

A. Hypotheseg and Research Questions

Four hypotheses are suggested to explain why pqgﬁanent part time employment

is used or not used: -

1) Favorable experiences with job performance, personnel administration,
and work management explain the use of part time employment, while un-
favorable experienogs explain its nonruse. According to this hypethe-
sis, the decision to use or not to use part time employment is basically
an“éconoﬁie/one based on its benefits and costs. A secondary hypothesis:
is that employers' experiences depend in part on the perscnal character-
istics of the part time workers.

2) Work technofbgy explains the Use of part time employmeht. * According to
this hypothesis, the decision to use or not to use part ‘time employment
is based on technical factofrs, i.e., the fit between the nature of the
work task and the demands faced by the work unit, on the one hand, and
the inherent characteristics of part time work scheduling on the other '
hand. ) ' ) |

oA

3) Organizational climate and management style explain the use of part time
employment, jn the absence of, compelling -performance, administrative, or
management experiences, and in the absence of cquelling technological
reasons. This hypothesis says that the use or non-use of part time em—
ployment is a result of non-economic behavioral gharaéteristics of the
organization and is not an active or deliberate decision.

In addition to explaining its use or non-use in a particular enterprise
permanent part time employment -should be examined for its institutionalization,
or lack of it, as a regular employment option. Thus a fourth hypothesis about
the use of part time employment is:

3
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4) Deficience's in feedbeck mechanisms from work units employing part
l time workers kack to employment decision makers in other work
. units~ (or in other enterprises) hinder the expansion of part time
employment and prgvent its institutionalization. This hypothesis
says that, even if other firm-level determinants of part time employ-
ment, such’as experiences, technology, and climate, are fgvorable,

. .- it still hay not be’ used.

" -
These hypotheses can'be clarified- by the 'use of an organization behavior

modal. _The model posits that t.here are both econémic and social/psychological
influences-on the employer-level decisfon process, and that the consequences

of the decision affect new perception§ of the decision vanables via a feedback'
loop. .

[
. -
- - %

y ot
r

~ . ~
.General Specific T . . i -
Background Explana¥ory . ’ - : . .
Factors *  variable Sets Behavior 9 . Consequences
Technological . ' . : oA
Factors ~ .

o

t Human l:actors Perceived. ‘ ,
o . Economic . <
Organizational Incentives, T Decisions on Actual Economitc
Factors 1 \ |Constraints X "“I'Permanent Part and Sécial/
. ' - b .- o {Time. Employment| , [Psychological
1 Social Factors Organizational T ‘ Experiences

Climate

External ™ - ' . A
Factors ' . o L . \ . .
o 2 - — - Feedback Loop >

¢ 3

Chart I. Orgam.zat:.onal Behavier Model for Explamlng Employers' Use of
Permanegt Part Time Employment . .

’
' L)

AR -~ 1
‘This modkl applied to the part ‘time employment decision differs from the.
more genéral organiZational béhavior models 1n that it introduces spec:.flc ex-
planatory Pariable-sets derived f;go;n the general ‘background factors. For exam-"
. ble, Perceived économc',mcentlves and cdnstraln,ts, are predicted to affé&ct deci- C
gions on the usage of part time employment, but they in turn are affected by
«technological faciors such as the Maracteristics of the job and the work unit, and
+ by human factérs stemmin@ fréom the characteristics. of the part time workers. Orga-
nizationa%Mte, which issalso Hypothesized to affect the usagerof part time ~ °

.- employment, is itself.the reshgt .of geheral background factors including organi-,

zatlohal factors such- as management style and organizational’ structure, scc1al

* - -

- I > ¥ -* L] f

1This model owes a debt to Homans (1950) for its oriqln ahd to Turner (1‘965) :
for its adaptatlon to formal organizitions. o

-
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. factorg such as norms and informal communications, and human factors such as
¥ managers' attitudes. In this study, technological factors may themselves be di-

rect ocauses of b&havior, as.well as proximate cause via perceived economic
costs and.beneﬁ&ts--they may enter the decision procCess directly. .

¢ The explanatory variables combine to influence behavior (i.e., decisions
on part q}me employmentf which yield particular economic’and social-psycho-
\ logical egperiences (such as productivity, wage costs, Or co-worker relation-
- ships) . These experiences feed back into and change the original background
. + factors as part of an ongoing system.. For example, if productivity is high,for
part time workers this experience would presumably feed back into’' the system,
strengthening positive attitudes and changing organizational policies (the bdck-
ground factors), and furfhe; encouraging part time usage {the observed behavior).
.L:
Following from the objectives of the study and the key hypotheses, the
‘ gpecific research questions are: . > %

-
»

1) What job perférmance,’personnel administration, and work management
- . experiences do users of permanent part time employment bave? Which
.. are favorable and which are unfavorable to part time employmght?

A
2) What are the expectations of employers who do not use part time employ-
ment on the s outcome variables? Which do they expect to be favor-
* able and which unfavorable? : '

3) What are the major reasons whylusers' experiences are favorable or .un-
> + favorable? Wwhy do non-users expect certain ‘outcomes to be fayorable or
unfavorable? ' . ' S
4) Which of these experiences .and expectations, both favorable and unfavor-
able, are important to the decision to use or not to use part time

,gﬁ . employment? o . . .

N

5) _wWhat are.the differences between the ‘experienées of users and the ex-
e ctations of non-users? What are the differences between the importance
each attaches to thesé outcomes? , Lt
» ' ' i
6) What are the éffects of the characteristicéjgf part time workers, such
as student or housewife status, on the favorabled¥ss or unfavorableness”
of employers' experiences-with part time employment? . s

7) What are the effects of Eherccupation of the part time jobs and the
industry of the employer on the favorableness or unfavorableness of
employers' experiences? ‘

. ¥ -

) Bf/ What are the joW¥ and wogk unit technologies where part time employment
is found? « S~ ,
* 3 ‘ N N . . 3’ N . : )
o 9) What are the joband work technologies where part time employment is not
used? What are the differences in these technologies between users and
non-users? - ¢

10) What are the effects of job and work unjt technologies .on the favorable-
ness or unfavorableness of employers' experiences with part time workers?

. 17.0:-
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11) How important are job and work unit technologigs in the decision
to use or not to use part time employment?

.

‘ ‘12) what external influences and internal pressures affect the decision
. to .use or not to use part-time employment?

13) What is the organizational climate and mahagement styi ih enterprises
which use part time employment?‘ .

14) ‘Is the organizational climate and management stJ;e significantly dif-
ferent in enterprlses which do not use part time employment? How is
it different? . ,
15) ¥Why» is part tlme employment not institutionalized as a regular employ-
ment option? Why are successful uses not transferred to other units
within the firm or to other enterprises? . .
- ~. 7 16) What decision making process does the employe¥ tse when the part time
« J“employment-decision is made?  Is it.a weighing of economic costs, and
“benefits? Is it a selection of one among several staffing possibilities?
. Is it "an assessment of special employment needs for a given work situa~
tion? 1Is it affected by bias, stereotypes, or faulty assumptions? Are
there many factors or only a few which are considered? -

B. Research Methods

s .
Because there is 11tt1e efpirical data on permanent part time employment at
- the firm level, new data were collected utilizing original field research.

. Data Sources. Thendata source is firms in the private, sector. Employers
who have part time: workers‘prov1ded descriptive information on their experiences -
and on their organlzatlons. In orfder to explain why part time employment is not
used by other fzrmsh information, was aldo obtainéd from employers who do not’ have

dfny permanent part time workers. >

]
) .

) Personal interviews were cond:;ted using a gtructured questionnaire. , These
. interviews collected data on'l) users' experiences and non-users'- expectations
about ‘part time workers on job performance, personnel administration, and work
management outcomes; 2) the technology of the jobs and work units where there =
are part time workers, and in comparable jobs and work units whexe there ar®
no part time workers; 3) open-~ended responses to questlons abdut the role of
art time employment in the firm and why it is used or not used; 4) open-endéd
responses' on organlzatlonal climate; and-5) a ‘variety of classification vari-
ables including industry of he firm and occupation and sex of the part time
LI wo:kers.z In addition, the interviewer made a tour of the work unit to formulate
i expert judgmgnts and subjective impressions to corroborate some of the respon- .
dant's answers and.to assist in gaining a sense of the organizational climate.

‘ A second guestitonnaire was left behind to be returned/by the respondent
It collecte? data on organizational climate and agement style, as well as

. . s
— .
-

. . . rd
.

2see Appendix I for a facsimile of the quéstionnaires used. .
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supplementary measures of job technology. .all information was obtained in can-

fidence, 1dcnt1fied only -a code number. A return rate of 70 percent was ob-‘* o,
tained on the ma11 questi naires, -thus minimizing the.possibility of response M
b;as. - - . ‘ -

A -

The instrument.used to assess organizational climate and managemeht style
was that developed and tested by Langdale (1974). He demonstrated it to be a
valid and reliable measure of a molar concept of climate Aor his sample and the,
purposes of hig research. It succeeded in dlStlngUlShlng firms accordlng to
their climate. It consists of 33 I ulker"scales The sample and purposes of
the research in this study are not unlike®those of Langdale, insofar as we seek
to distinguish dlffqrences between employers ir their. orgapizational climate.
"Thus it seems appropriate to use this already’ dexgloped instrument rather? than
to construct a new orfé. However, #o new validity orj reliahility checks were.
performed. . ’ i - '

» A

Within each §imm, two personal interviews were conducted, one with the
chief employment expert for the firm ‘(typically a v1ce-pre51dent for personnel
or the personnel dlrector), and ‘another with the manager or supervisor of an in- -
dividual work unlt. A mail questionnaire was also solicited from each. Data -~
was collected from two levels in the firm because some information is best ob-
tained from a. top decision-making 1eVe1 (e g.,,company-w1de employment policy
relevant to part time employment as articulated: ‘by its maker and ultimate arbi-
ter), while other information is best obtained from a supervisor of part time
workers--somecne close to the actual day to day operation of the work unit
(e.g., experiences with job performance, and descriptions of job technology) .
A second reason for conducting two interviews, each at a different level, was v
to compare responses in order to learn about information flows and feedback
mechanisms- which might affect the use and 1nst1tut10nallzatlon of part time

employmdﬁt

Sampling Criteria. Since the sample was small, a selective sampling tech-
nique was used. In order to minimize sources of variance in the dent vari-
ables, employers of permanent part time workers were selected mainly| from two
major industries. The jobs of the part time workers were likewise cdpcentrated
in two major occupatidns. In thig way, differences in employers' experiences
with part time employment which are associated with 1ndustry or occupation are
minimized, yet ' comparisons of results between two ma;or 1ndustr1es or occupations
can be made. .

’

.Non-users of part time employment were selected with the intention of pro-
v1d1ng a sample which was roughly comparable to the sample of users in terms of
industry of the firm and occupatlon of workers. This would reduce the probabil-
ity that differences between users'- éxperiences and non-users' expectations
were due to unknown differences between them related to industry or occupatlon,
rather than to known and measured varlables Such as job and work unit’ technology.

N Other poteritial sampllng criteria such as geographic reglon, urban-rural
’10catlon, and size of firm were not'used because there is no persuasive evidence
from previous studies that they affect the use of part time employment or em- |
ployeérs' experlences with it. Nevertheless, a sample with broad coverage in y i
each of these criteria was obtained, For example, firms in all regions--East, ‘

South, Midwest, and Far West--were 1hc1uded. "

" . -




4

Analytic Techniques. Because this research is' exploratory, no econome-
tric or 50ciome}ric mocdels are appropriate. The modest ample size and crude-
ness of some of the guantitative data further prohibit complex analyses. For
the most part, simple frequencies #¥nd cross-tabulations are the analytic tech-
nique. In the case of some of the gqualitative variables, data reduction was
done by- categorization using expert judgment. '

. . R}

C. Description of the Sample : -

The sample size is 68 firms, of which 39 are users of ﬁért time employment
and 29 are non-users. TwO persons were interviewed in most firms, the ‘employ-
ment expert and a work unit supervisor. Due to . some noh-response, the total

" number of usable personal interviews was ‘127 and the total number of mail ques-

tionnaires returned was 88. . o Lo .

.

Table 1. Sample 3ize by Source of Data

Number of Responses

Data Source User Non-User
7

Work Unit Supervisor

Personal interview . -39 200 ¢
Mail questionnaire ) B 30 16
(response rate, percent) (1 (80) \
Employment Expert . ;
Persondl interview : 39 29 * -
Mail.questionnaire T ., 24 18
' (response rate, percent) . (6el) (62)
:‘ © f
Total personal interviews i ﬂ?g& 49 %
Total mail questionnaires‘ ’ 54 "84

] . .

.

——fndustry.and Activity. Employers of permanent part time wcrkers were se-
lected mainly from the manufacturing industry (43 percent of the users) and from
the finance and, insurance industries (34 percent of the users). The manufactur-
ing industry was: selected because the smallest proportionate number of part time
workers are found there (except for mining); thus it is assumed to be a difficult-
use industry, and it is critical ‘to learn the experiences of those manufaeturing

firms who-do \use part time workers. The finance and insurance industry was se-

lected because, quite the opposite -of manufacturing, a relatively large number of
part time workers are found there.3 Thus the sample of ‘users is deliberately not
representative of all part time employers nationally; hence, findings from this
study cannot be generalized. o .

. - "

¢ s

37wo other industries, retail trade and service industries, are also large
users of part time empld’heng. The finance and insuiagce industry was selected
from among these three because it affords more oppoxtunity to $#udy high-level
clerical employment, and because .some previous case studies have focused on re-
tail trade andwservice workers (See Prywes (1974) ‘and Sandberg (1971)).

. S ' : -
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‘ Perhaps of more 1mportance than the,industry of the employer is the na-_
.ture of the work act1v1ty in the firm. ' For example, manufacturing firms also
have admlnistratlve employment, which may provide quite a differ work en-

-

. vironment from manufacturlng employment. In the sample of users part time
'+ emplo t, 36 percent had part time’ employment in manufacturing ac%iv1ties,»

while ii percent had pa time workers in administrative activities. Another_
13 pertcent had research and developnent act1v1ties employing part time workers’

_«see Table 2 below). |

The sample of non-usey s of part time,employment approximated, but did
not provide a' perfect match for the sample of user§. Somewhat moOre non-usérs v
had maufacturlnf activities' (60 percent) and somewhat fewer had adminisfrative
activities (40 percent) than.was true for users. This.lack,of perfectly
matched samples is traceable'to a variéty of reasons whicn,themselbes are
illuminating. Some allegedly non-u51ng employers turned out in fact to be
users in administrative activities; some alleged users in manufacturing ac-
tivities’ turned out 1nstead to be users in' administrative activities, and -
gome alleged users in manufasturing activities turned out to be non-users be-
cause their part time workers were either tem?orary oxr 1nvoluntary rather

than permanent part time workers.
- !

clerical rkers (mainly high level clerical, not clerk-typist jobs), repre-.
senting a relatively common job chtegory for part time employment, and blue
collar production workers--operatives and laborers--the former representing
artelatively uncommon job category, This sampling permits diverse experiences
to be reported and has the advantage of including data from suppdsedly inhos-
pitable wosk environments. Among users of part time employment, the clerical
occupation was reported 47 percent “of the tlme, while operative and laborer
occupations were reported 43 percent of the time {see Table 2). Nationally,
about 27 percent of all part time workers are clerical workers, and 13 percent
are operatives or laborers. On the average, firms using part time workers em-
.ployed them in two different major occupations.

. 0cgg£atlon "Two major occupational groups were selectively oversampled:

L)

Occupatlons studied in work units of non-user firms were distributed simi-
larly to those in user firms, with only "sli'ghtly heavie¥ cencentration in the
operative and lakorer category (55 percent) and lighter concentration in the

* clerical category (40 percent). Thus results from users and nonZusers should

be comparable; i.e., differences Between users' experiences and non-users' ex-
pectations about part time employment should not be due to differences in the
occupations to which reference is made.

Sex of the workforce. work units that employed part time Jpeople were com-
posed of a majority of female workers in 72 percent of the cases. The part time
work force itself was also mostly female in nearly two thirds of the cases.

There is rolgh correspondence between the sex composition of part time workers
in this study and the sex composition in the national part time work force, which

4The dlstflbutlon of occupatlons of all part time workers throughout the
firm is very close to that in indlvidual work units reported by supervisezs,
thus their .experiences on this account ghould correspond to company-w1de ex-

. perxences reportedey employment experts.
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o is n€?xf; two-thirds, female. . However,'the work units studied among non-users
were less often female-dominated. 7 /

.
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Other AA;ernatlve Work,Patterns. Employers who use permanent part time
" employment also have other forms of alternative work patterns in half the cases.
These other patterns were usually ‘'some flexitime arrangement, but also included
some compressed work weeks. Non-users, on the other hand, had some- form of al-
. ternative work pattern in only 1l percent of the cases. ‘

, Number of}Part Time Workers and Hours Worked. The median number of part
. time wcrkers'it each occupation was 33, and their median hours worked per week
was 22 (the na 1ona1 average is 18). The range in the nimber of part time work-
ers per occupation 'was very wide, going from a minimum of just a few workgﬁc?to
t

a maximum of several thousand. In contrast, there was only a small varia in
their hours worked per week (the standard deviation was ‘7 hours). Company-wlde,
' the median number of ‘part time workers was 62. This means that in most cases,
‘ employers' experiences with part time workers are based on a substantial number
.of workers and are not idiosyncratic. z
/ N [
wWho Are the Part Time Workers? The other major life role of the part time
workers in the sample is usuallijthat of student or housewife. Moonlighterg and
retired people among part time workers are found in a small minority 6 the firms.
Non-users have similar expectations of who part time workers are. The sample is
therefore consistent with aggregate data which indicate that part time employment.
is frequently found among women and young people (see p. 8) and that the two dom-
inant reasons why people work part time are' that they are taking care of a

home or going to school (Bureau of Labor Statistics 1975). PR
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TABI.’ DESCRIPTION OF SAMPLE: ndustry and Work Act1v1ty of Employer,
Occupatlon and Sex of Pakt Time Workers; ‘Use of Other Alternative .
- Work Patterns, and Who Paxt Time Workers Are ST . , .
A Item . , © ' User Non-User >
+’ » a i "
- ' Industry of Employer \ j . (percent of all employersy? '
Manufacturing . o 43 73
Finance and Insurance ’ . 34 20 °
Other . A . 23 . 7
i Work Activity in Work Unita ° ) (percent of all work units)
. Manufacturing 7 . .- 36 ., 60
i Administration - ’ 51 . 40
- Research and-Development 13 5 .
Other [ o 23 ¢ . 1o
........................... &-—-----—:----.ﬁ---.’-----_---_._-_--------———-————-—-—-—-
Occupation of Part Time WorkersP " (percent of all occupations)
, . Office/White Collar - - 57 | 45 -
- Professional and technical o 8 . 0
Manager and administrator ’ y 2 ~ 5
. Clerieal . :+ 47 . 40
Production/Blue Collar 43 55,
- Craftworker ) y 2 ) 0o’
. . - Operative - . 29 45
: " Laborer : , .12 10 ‘
e mEmEmeeEeessess ‘5"'""? .......... D ik Jmesssessessee |
’ Sex of Work Force (percent of all work units) ‘
Total Work Force in Work Unit . :
. Mostly male ' 8 : 42 |
, Balanced -~ 19 X 11 ‘
+ Mostly female | 12 ~ 47
Part Time Waork Force in Work Unit ‘ - \
Mostly male . 10 < _ n.a. , ‘.
Balanced 26 .- . nla.
Mostly female - . 64 . n.a. !
——————————————————————————— S v e D e D D e e W e W S S e e S B e S W S e - o I S G S s W
’ Use of Other Alternative Work Patterns . ’ ‘
Yes B - 50 ° .- 11 ‘
No \ 50 . ' 89 1
Who Part Time Workers Are? (percent of all work unlts)
Student ‘ ' 90 ) 57
Housewife . , 87 " 57
Moonlighter -~ 39 25
Retired . 23 11
. Handicapped ) . 8 14 ‘
|

a7otals exceed 100 because some firms have more than one work activity or
kind of part time worker in a‘work unit. , . ,

1
.

|
|
Dror non-users, occupatlons refer to comparable work unlts from which data
were collected. ~

i

- M -

A\ Note: .See Table 1 for sample sizes,

»
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CHAPTER III.

) BENEFITS AND COSTS OF PART TIME EMPLOYMENT:
. i USERS E)CPERIENCES AND NON-USERS' EXPECTATIONS

. ' I < ¢ ' : \

"This chapter presents data on the opinions employers hold about part
time workers. Employers who use permanent part time workers were asked about
their actual experiences with them. Other employers, who do not use part time
workers, were asked their expectatldns about part time employment. Employers'
opinions were solicited in three areas: job performance, personnel administra-
tion, and work management. User and non-user respondents ‘were asked to rate
part time workers as either better, equal, or worse than full time workers in
comparable jobs. Areas in which part time workers were rated better are called
benefits of partytime employment, and areas in which they were rated worse are
called costs. If part time workers were rated better than full time workers,
and that benefit was also regarded by the employer as meortant to his decision-
making, then in this study that benefit is termed an incentive to use part time
employment. Conversely, costs which were regarded as important are termed con-

straints against the use of part time employment. . In addition, explanatlons

why pnrt=ilme workers were thought hetter orerrse‘than full time workers were
provided by the employers.

A. Job Performance

Overall job performance is evaluated in terms of the following outcomes:
productivity, turnover, absenteeism, promotability, loyalty, and co-worker re-
lationships. '

Productivity

v a

Productivfty is sometimes a Jbenefit of part time employment, but it is
not’dec151ve in explaining 1ts use. The productivity of part time workers is,’
on” balance, better than that of full time workers, but in many cases there is
no .difference. Thus, despite -the importance usually attached to productivity
as a decision variable, it is not in general a strong incentive to use part time
employment . For non-users, however, productivity expectations-are, on balance,
unfavorable, and thus productivity is a constraint against the expanded use of
part time employment.

In this research, the term "productivity" is used in an input/output sense.
Input refers to the amount ' of labor time and output to the quantlty and quality
of produc¢tion or services. Advocates of part time employment claim €hat the

. productivi y of part time workers is superior to that of their full time coun-

terparts to decreasedfatlgue, ability to maintain-a faster pace for a briefer
period, less frustration with a repetitive task better concentration of atten-
tion in mentally taxing work, ,high motivation, and stintulus to complete a task
Wlthln the prescribed period. The results of this research only partially bear
out’ these predictions. . ’ :

d ’
[ ° hd

25

o -
.

vy

~

%



- p .
' J 'Qutcomes. ‘The producgivity of permanent'parF time wdtkers is equal to
= that of their full time counterparts in a majority of cases, according to their
supervisors. If it is not .equal, it is judged better two times out of three.
Employment experts in user companies are somewhat more positive on this score
than are work unit supervisors, with a plurality of them rating productivity
. bf part time workers better than that of full time workers (see Table 3). Ex-
pectations of non-users are somewhat wlrse than the experiences®*of users, al-
though the differences.in the raw frequencies are not highly statistically
significant. , 3 :

- £
4

Table 3. Productivity of Part Time Compared to-Full Tiﬁ% Workers
A : . Better Equal _ Worse
Data Source - L . i (percent of responses)

Users' Experiences : .

: Work Unit Supervisors 26 62 13
Employment Expert - 43 38, 19

Non-Users' Expectations o
_ Work Unit Supervisor 10 55 - 35
Employment Expert 1% 59 ° 26

Note: Sample sizes are n = 39 each for work unit supervisors

. -and employment.experts 1n user companies, and]n = 20 and
29, respectively, in non-user cgmpahies.

¢
1 PRe
s

The productivity of part time workers appears to be unaffecté by whe-
ther the workers are students or housewives, the occupations are white collar
or blue collar, ‘or the work activity is one of manufacturing or administration.

Most employers who experience productivity differences betweeh part time
and full time workers (whether better or worse) judge those differences to be
important to their decision to use or not use part time employment--87 percent
of work unit supetvisors and 72 percent of employment experts respond in this
way. Non-users cgngur. It cannot, however, be automatically concluded that
productivity is actually important in determining whether ‘or not .to use part
time employment, because in open-ended inquiries, respondents were given the
opportunity to list reasons why they used or did not use part time employment.
Productivity was infrequently cited. Since productivity differences are gener-

-ally not large (occasional quantitative ebtimates of the productivity advantage
of part time over full time workers were in the neighborhood of 10_percent),
it is likely that the importance of productivity in the structured response is
biased upward by the general assumption.that productivity should be important
to all business decisions, and does not relate explicitly to the part time

versus full time decision. , .

~ ' Almost all employers claim to make measurements of productivity, although
irregularly and not specifically for the purpose of evaluating part time work-
ers. This means their responses are only partly based on hard data. .
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Explanations. When part time employees are more productlve than full ‘
time employees, the reasons fall into three categories: labor market reasons,
which are cited about half the time; “personal characteristics of pakt time work-
ers; and reasons inherent in the part time scheduling. itself, each of which was
offered by about ope-fourth of the respondents (see Table 4).

L 2 v
’ . Labog market reasons stem.f!bh the belief that there is a large pool of
people available for permanent part time work (unemployment rates in the part
time labor force exceed those among the full time labor force). 7Part time
worker's are believed by employers to be more productive than full time workers
R eitheer because they are motivated to protect their’ desirable employemnt status
once they get it or because emplayers can be more selective and obtain over-
qualifémgd people for part timg jobs. Personal characteristics of part time
workers which are offered as explanatlons for their higher product1v1ty are
that they are more mature, stable, respon51b1e, or happy. Part .time schedul-
Ing -itself is Jjudged as contrlbutlng to hlgher productivity because workers
are fresher, have lesg "downtime"” on the job, and take fewer breaks. No single
reason within these categories is mentioned by more than a few employers.' Di-
versity characterizes the explanations rather than consensts. Employment ex-
perts are somewhat mére inclined to refer.to labor market reasons in explain-
ing favorable productivity outgomes than are work wnit supervisors. This is
not surprising since employment experts are more closely attached to the _re-
cruiting function. e v . ¥
When the productivity of part time workers is regarded as worse than that
of their full time counterparts, the reasons cited are the part time schedul-
ing itself (a quarter of all reasons), the personal characteristics of part
time workers (another quarter of all reasons), or a variety of idiosyncratic
other reaspns (accounting for thé remaining half of all réasons). The single
most important productivity-hampering feature of part time employment is that
excessive starts, stops, and changeovers produce a lack of continuity. How-
ever, ployers whoydo not use part time employment are concerned about this
poten a;ly negative result to a degree unwarranted by the actual experiences
of users. The chief overall negative personal characteristic of part time
/ workers is that they may be less committed or have outside intereste,

Absenteeism -

Reduced absenteeism is a benefit of part time employment and prevides
some incentive to use it. The absentgeism experiences of users are fhvorable
and of moderate importance to their decision to use part time employment,.
Non-users' expectations 'are somewhat more negative than users' experiences,
however, and hence absenteeism is a constraint against the wider use of
part time employment.

- ; .

Previous studies, suggest that absenteeism might be lower for part tlme
workers than for full time workers, In prlnc1p1e, personal.business can be
attended to on personal time,.and in job sharing situations, one partner can
substitute for the other. The findings in this research Supgort these
predictions. o '

’
'
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) Table 4. Explanationsyfor Better and Worse Productivity Outcomes
- " for Part TimMe Compared to Full Time Workers .
Explanation Percent of All Reasons
Better
e ——— PY
/ Labor Market Reasons: larger labor’ pool, more selective, 47
’///’ over.qualified; motivated to protect status “
. o/ R S
" T Characteristics of Part Time Worke{g: mature, stable, .~ 25
responsible, happy ) . . .
Due to Part Time Scheduling: fresher, no breaks or 24
paid down time ‘
" Other - ' 6
. .
wWorse ‘
’ -
Characteristics of Part Time Workers: less committed, 26
outside interests; out of practice, slower up to speed
Due to Part Time Scheduling; lack of continuity, 23
starts and stops
Other 51
Source: Open-ended responses of work unit supervisors and employment experts

. in user and non-user companies; n = 31 for Better and n = 26 for Worse

’

Outcomes. In a large number of case

s, absent

7

eeism is reduced by the use

of part time employment.

Among users, a plurality of work unit supervisors:

and over half of the employment experts reported that part time workers have
better absenteeism records than full time workers. Fewer than a quarter of
the supervisors and only 7 percerit of the experts reported it to be Wnxse .
Non-users do not expect such an advanfége. Half of them expect no difference
between part time and full time absenteeism, and 37 percent of the supearvisors
expect absenteeism to be wdrse. As with users, empioyment experts have some-
what more favorable explanations. (see Table 5). -

i T
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Table 5. Absenteeism of Part Time Workers Compared to
Full Time Workers

. \ Absenteeism
Data Source Better Equal Worse S
(percent of responses)

User's Experiences

, Work unit .supervisors 44 33 23
Empléymeént ‘experts o 53 40 7
Non-Users' Expectaéions ) ’ i
Work unit supervisors - 11 53 37
Employment experts ) 27 50 23

*

Notes: See Table 3 for sample sizes. Differences between users' exéeriences and

non-users' expectations on absenteeism are statistically significant’

at

¢ < .l0*according to a chi-square test on pooled supervisor-expert

observations. vy

A .
Experiences with the absenteeism of part time workers appear to be better
when the jobs are white collar (professional, technical, and clerical) rather

than blue

collar (operatives and laborers) and when the work activity is admini-

stration rather than manufacturing. Students have worse absenteeism records
tMan housewives (see Table 6). -

-
-

Table 6. Effects of Occupation, Work-Activity, and Stuydent-Housewife

Role on the Absenteeism of Part Time Workers Compared to

a4 Full Time Workérs ’ |
- |
\
, . ’ Absenteeism’ |
Item Better Equal Worse
' (percent of responses) _!
' Occubation includes . “. .
White collar B 52 36 12 |
Blue collar . 35 29 35 |
’ Work activity includes )
. Administration . 55 40 - 5 &

Other roles ‘include

Manufacturing - . 44 33 23

Student ) ’ 36 32 32

£ B .

Housewife 44 35 21

4

‘ ?LN- Notes:

The source is work unit supervisors in 39 user companies. Because
some work units include both occupational, work activity, or student-
housewife groups, some overlap occur$ and actual differences may\be
greater than those reported. e

’

s : : }
» , .
.
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Roughly half of both users and non-users consider abse;teeism differences j‘
between part time and full time workers to be important to the part time employ-
_ ment decision. Almost all employers (94 percent) keep records on absenteelsm
(according to work unit supervisors) POk they rately compare the records of
part time and full time employees. ' - '
Explanations. In situations where part time absentee records are superior
to full time records, many respondents (32 percent) explained that part time
scheduling enabled workers to attend te, personal.business during non-work hours.
Roughly 20 percent of respondents also noted that part timers have better ab-
. senteeism in order to protect their part time status and because of personal
A characteristics such as maturity, stability, and responsibility. When part
'~ timers showed poor absentee records, respondents blamed other interests such =
as children and school (see Table 7). . ’ - '

TPable 7. Explenations for Differences in Absentee Outcomes for | "
. Part Time Compared to Full Time Workers

! vy

.

- . Absenteeism
Explanation (percent of all reasons)
Better - —_—
Motivated to protect status 20 /
. Characteristics of part time .
workers: mature,stable,sresponsible 22 5 X
i* Causes of absenteeism removed '32
. Other . , 25
.  Worse i
Other interests 70 . ’
Other reasons _ 30 )
Source: Open-ended responses of wqu unit supervisors and émployment experté ! v
. in user and non-user companies; n = 41 for Better ahd n = 17 for Worse.
Turnever

» 1]
-

. -

Turnover is usually neither a cost nor a benefit of part time employ%enq3;
In general the tyrnover experiences of users are mixed, unpredictable, and not
critical to their part time employment decisions. At the same ‘time, turnover
is a constraint against the expansion of part time employment to other firms:
since non-users have negative‘expectatiéns of turnov"which they regai‘a' as '
" important. \ - S0
¥ . ..
The turnover experiences of users of.part time employmént in &his study
are at variance with some reports in previous studies where part time workersy
_ showed lower turnover rates than full time workers. These previous studies,
however, involved special experiments either with white collar workers or"
. situations where. there were labor shortages. This research verifies that both
these situations are likely to%give favorably biased turnover results.

La»

~ N .
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Outcomes.

of, part timeworkers
¥ers of respondents report better, equal,” and worse turnovér e
unif supervisors and cmployment experts
.' -.the usets réport negative turnover experiences but use part time emplqoyment’
In contrast about ‘two-thirds of non- -usdrs expect turnover to be worse
- ¢for part time ‘than for full time w&rkg\s and only 10 percent expect it to be \\

anyway.

hd A\

There is no consensus among employers about‘\ e turnover rate
. Comparing full and part time workers,eg&whly equal num-
Work °
Over & ,third of

eriences.
responded similarly:

)

N\

better (see Table 8). .8 . o N
’ ‘
] ‘ . . j - 'c P )
Table’,8. Turnover of Part Time Compared to Full Time Workers
K I S -. Turnever o
X Data Source Better Equal ~— Worse
. . (percent of responses) ﬁ -
: *Users' experiences . ) .
e Work, unit - supervisor ¢ 2 44 4 36
- Employment expert { 32 32 35 . *
Non-Users' expectations’ ' vl LA
* ¢ Work unit supervisor 10 . 20 L,
lEmpléyfnent expert 8 -,v 31 62
. ° : s R u “'f -
Notesa leferences PetWeen users experiences

an
' st

non-users

. . -

)

MoSt employers 378 percent of
but, as+with most perf@rmance meas

SeeiTable 3 fcr sanple gizes,

< of part and full time workéys in s:LmJ.lar jobs s

expectations on both turnoveér ;nd ahgsentgeism are ’
istically s:.gnlflcapt at' a <.10 iaceérd:.p,t; to-a chi- sngre test
on pooled supervisor-expert observat1 [

As with absenteeism; use’ turhover expenerjce/s are shghtly better wJ,Q
wh1te collar workers- (profess:.onal .technical, and clerical) , and slightly .

worse with blue collar workers (operatlves "and iab

students (see Tables 9) .

a
[RY

time exhployment.

t

-

. O L
Y ‘
//‘ ,/ " »,2‘
them ﬁeep records of exqployee turnover, -t
, -they rarely ; mpare the turnov rates
* a4 ™ R
S -
ors)’ oF WM workers are |
< 2 -
e e a . i
>,

Turnover factors are less’ 1mportank to Gsers than to non-users of part
About half the users aéknowledge its importance in their

usage decision while 8 out of 10 non-users (70 percent f whom oxpected‘turn-

over to be worse- for part time workers) considered “turnover an important fac-
Thus 1t appears that turnover consti.tutes a barr:.er

tor in their dec:.s:.ons.

‘to usage of plrt time employment by.- current nonzusers. ‘ .

- ’ b ’
: Explanat:.ons. When part time workers have 1ower turnover than full time
either that .they are mature, stablas and respon-_

workers, the usual reasen is

VR

sible md:.v:.duals, Sr that they ‘are motivatedtto protect thel¥ status due to
the’ dgs;.rabllity of their job and the excess supply of people available for

that job. <.
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Table 9. - Effects of Occupation, WOrk Act1v1ty, and §tudent-Housew1fe Role on’
’ Turnover of Part Time Compared to Full Time Workers :

. .
- . . ) , < . .
) L4 3 . v
. s
. . *
.

. ' : ) . , Turnover - . T
.. - T, Item ‘ .. , ' Better Equal ' Worse , .
L ’ (percent pf responses) ' ‘
Occ#pation includes - ‘ - ¥
N White Collar . ' 20 ¢ 52 . 28  -°
b . . Blue Collar v . 18 41 41 .

Work .ActJ.v:Lty inclades '
ive . . 1 : 15 45 <. 40

. 7 Adminis
o * % Manufacturiing ‘ ,t T 21 43 36
- & Other Role ipcludes i -

B * Stydent .o r¢ 40 . 44 ", . -
3 L Housewif > L o2l T~ 48 31 "“ -
v oo - o N ™ ) ..' ' . . -

-7 * ¢ 4 -~ ‘o . a ’ N R
Not.es:' The source, is k unit supervmors in 39 suser c 1es‘. Because |
: , .- some work units include both*occupatlcmal, werk activity, or student~
. . housewife groups, 'some overlap occurs_.and actual dlfﬁ;ences may be
greater than those reported. here. ) . . -
Qo - -, ‘ ) ) - ‘. - ) \ ‘ B .
» “When turnover for part time workers dis worse than for ctfmparable full _ "

time workers, the chief reason accexding to empioyers is the sa.t?@ne given '
for absenteeism: they have other interests outside tﬁelr ‘job.,’In addition,
R a stantial number of employers believg part time workers quit because. they. )

- fin 1l time job instead,or because they have'only a short term monetary .
obje e which is fulfllled (see, Table 10). , o | RN
: » e T T s
: Fromotablllty, Loyal J‘ and Co-Worker Relam,onshlps ] . ‘ ’ R
Lz . The deczsloh to use or not ‘use part time work s is not influencegd- by -,
. r - factors of promotability,, 1oga1ty, or co-wqrker redationships. Imr some situa- | 4

tions, respgndents'-perceived ‘these factors as .equal among fuli®and par‘t time
- workers. ?\other situations, where the outcomes wére worse among part tlmerg, .
r ‘. their 1awer evaluatlén vas, - not considered important. - The wiew of pare tlme%n{-
% ploy t as & sp@c1a1 purpese optlon Wkes t.hese outcomﬁ 1rre1evant, for ﬁoth

A nd non-usgrs..’ 44 N AR

-
\ d L 3

\
} ‘ﬁromotablllty of part time workars refers to tpelr competencé and 1,1‘1$ng— .
R tdke responsibility. Questlons about- promotablllty are designed to. un- -
. /f’" cover -the degree to which ‘part time employees‘are regarded as qapable d ¢areer i
v oziented Loyalty measures work identification and harmony with compagy- 1.1ter-(
v ests and the extent to which’ they, are viewed as, commltted members of M’opany
“ 4 work force. Co—worker relatiashlps refer to interactlon with other y rkers in:

, - \‘\

¢

.
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Table 10. .Explaﬂations\forﬁDifferences‘!ﬁ_Turnover Outcomes for Part
’ Time Compared to Full Time® Workers .-’ : ‘

—

‘. s ‘ '//‘ ) * ¢ ' b
; —7 X P
e ) . . _Turnover
- \Egp}aaafion (percent of all re@sons)
i - :
Better -

’ . . , B

" Labor Market Reasons: motfvatéd to protect
& -

8tatus . . } ., 35
“a - e . -
Characteristics, of Part Time Workers: mature,
stable responsible \ 44 ‘
N .
. Other, : . .21 .
e ’ . I
. Worse . T - oo s
. « o -
T Other Interests — 41
' . Seek ful) time job - K 23
Lo ) Short tegﬁ monétary objective . .18
>, . ~ “ , .
1 . ~ - f N “
: Other . \ N : 18 4
, A' . . 4 ,1’ 4‘7 .
' =~ Source: Open-ended responses of woxk unit,sﬁpervisors‘aﬁd employment
‘@ N experts in' yser and non-user companies, n=25 for Better and
- ' n=50 for Worse. ﬂ\ v - g
. ~’ . ' ' . 5 d ) ‘
-/ , - s 5 - Pl
NG ‘ / :

the form d¢ communicatjon, cooperativepess, and conflict. These three aspects
of :job performance have less of ‘a dirvect economic efffct on the employer than

d the other performance factors discussed here., They reflect employers' atti-
tudes as.well as actual costs and benefits. TNE belief reflected in previqQus
literature is that part,time workers are inferior to_full time workersgin these
¢. °three areas and that their inferiority constitutes a. valid reasbn not to use
part timers. Thds. research discounts their relerecé‘ " ) ;

« -
1

a

- Outcomes. The promotability and co-worker relationships for part time”
e wark@rs are equal to those of full time workers in well over he . f the cases
: (63 pérbent~for pggmotabilify and 87 percent for relationships). Ratings for
‘ 1oya1ty.arg'split'bétween equal and worse. . Non-users' expectations are simi-
lar to user ewperiences for loyalty and relationships,’ albeit significantly
- mQre negative for promotability (see Table 11). Work unit supervisors and
employment experts are in close a§r§ement. A

L, 7
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Table 1l1. Prgmotability, Loyalty and Co-Worker Relationships for Part Time .
Compared to Full Time Workers® (percent of ,responses) ’

v
¢ s . .

-~

-

Promotability _Relationships

o
> >» <2
1 w42 >
Data Source M ° p
Users' vExperiene€s * ' Ty
‘ ' . ’ ' 7 L -
Work Unit Supervisor 11 63 26 3 49 49 5 87 g .
Emplicyment Expert 8 43 49 ‘5 53 42 6 92 . 3
Non-Users' Expectations
Work Unit Supervisor 0 25 75 > 5 . 135 60 ‘ ~5 80 15 '
Employment Expert 0 33 67 0 52 48 4 8l 15
. *t
Notei See Table 3 for sample sizes. oo P 4

Al

. ¢ . .
Promotability and loyalty experience.:s with b;ue collar workers appear to be
s what more favorable than with whitééboliar wo,rkgrs: This may be a spur'ibu.s 3sso0=-
ciatiori, however, since employees in the operative ¥nd }aborer blue collar jobs
studied are more likely to )# men than are -the employees in the* clerical white
collar jobs studied. There may be an unconsciousy stereotyped association:of
promotability and”loyalty with male workeIs. On the other Hand, supexgpr loyalty
experiences were more often reported when'the part time workers inqlud"gﬁ house -
wives. Housewives tended to be older than average, and"loyalty may be artriputed
to age. Promotability and loyalty experiences are a.bﬂoutq\t}xe' samg in the different
industries studied (see Table 12). " - s :
Although users had negative experiences withxlpyéulty and pron.Mlity"
among’ part time workers, only one in four users conéidered these outcomes to be

important. Work unit supervisors are somewhat more:,gﬁncerneﬂ about pxomotabilit?

than are employment experts. Half the Eupe::visors .rate it important: But®since
only a quarter of them had unfavorable plromotabilii:y-’e)céeriences with part time
workers, promotability cannot be considered # significant cost of part time em-
ployment. On the other hand, half the employment experts in non-user companies
_expected negative loyalty outcomes and :regarded em as importqnt. " Loyalty may,
therefore, constrain the .adoption of part ‘time loyment In some cases. )

Explanation's. There are two sets of. reasons to explain why some part time
workers are less promotable. First, respondents say that part time workers do
not want or exp@ct promotion,, that they have fewer long rarge career plans, or’
that they are, less intereste& in their j&:‘;. The ether®set of rea§on§ is that
the employer Goes not‘permit ptomotion, either betause p'.icieﬂx disallow promo=
tion of part time workers,-or because the part time %obs are npt in.a career ’

_categor{. . . . & a - r
) . L N ’ .
—- A s l R
*i ' 34 - - ¢ . 2 .,




Table 12.

Effects of Occypation and Student-Housewife Role on Promotablllty

.'and Loyalty of.Part Time Compared to Full Time Workers

‘ Proqgtability
Equal
(percent of responses)

Betger
Item

- T

Loyalty
Better Equal worse
(percent ‘of responses)

Worse

Occupation includes:

‘White Collar

T -,

-y

Other Roles_inciudé;;ii,,'

'Employees’

Student
Houeewife

L)

Source: Work unit supervisors in 39 user

T -

companies. Because some;Lork units

include both occupation and student-housewife groups, some overlap occurs
and actual differences may be greater than those reported here.

s
JSe

.

Although promotablllty, loyalty, and
mine the use of part time employment, the
, these Sutcomes do Serve to hinder its use.

part time employment studied, is still regarded as qualitatively different from regu-

lar full time employment. It is a special
firmed by the reasons c1ted‘above for the

co-worker relationships do not deter-
prevailing views gf employers about
Part time employment, even the permanent

category. This conclusion is ‘reaf-
outgomes. Promotability of part time .

‘workers cannot be a relevant consideration when the employers -have policies against
promotlng part time people, or when the employer believes, rightly or wrongly,

that part tlme workers are not interested
who gromotablllty questlon becomesglrrel
trated in the case “of ‘loyalty. Although r
part gime workers are less loyal than full
is o almost ne consequence. Loyalty is n
are nsidered part of a different class o
pati¢n. These findings ‘hedp clarify the r
rarely found among management positions.
\ as ,uninterested in advancement and
for them .to hold mandgement jobs, which us
in and which requiye unusual attachment to
\
. B. Personnel Admin

in advancement. In this case, the
evant. The same phenomenon is illus-
oughly half the employers believe '
time workers, the negative result

ot expected of part time workers who

f workers, even within the same occu-
easons why part time employment isgso
gzce part tite workers are perceived
ticularly loyal, it is unthinkable
ually resylt from promotion from with-
the enterprise. - '

»

¥

p Aspects of personnel administration £
.ability and recruiting, training, record k
fits--are described in this section.
\ )

istration .
— . N

or permanent part time workers--avail-
deping, wage costs, and fringe bene-

3
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. Availability aMd Recruiting - . '

) The avarlability and recruiting of partﬁtime W rkers are either a benefit
or‘h cost of part time employment in ‘many cases, but they are not predominantly
one or the other. The outcomes depend in part on ‘the occupation of the part

: /‘/ time job and the labor market aonditions'. o o ' ’

}

Because of the apparent surplus of part. time labor, employers should be
able_to attract -ualified part time worker§ and recruiting should be easy.

- Howevef, the secondary labor market in which part timé employment is found may
complicate recruiting. Special recruiting channels Jefg.,;woﬁeﬁ“s employment
agencies) may be required in some cases. In other instances, it may be nec-

. essa'y to make special arrangements (e.g., unusual hours, matching of employer
and- enmployee schedules, provisiom of support services such as transportation
or child care). )

4 Outcomes. Employers'of part time workers have had mixed experiences as
to availability and recruitment of qualified people--they are sometimes better,
and ‘sometimes worse, but, most frequently, not different from experiences with
full time workers in comparable jobs. Neither availability nor recruitment
£an be claimed a clear advantage or a definite cost Jf part time employment.
There is not always an excess supply of part time workers, to improve'their

) availability and recruiting, and hence it@is not .ué'ually an incentive for the

use of ,part time employment. .The curre?t surplus of full time labor in the oc-

cupations studied may also influence results,.meaning that availability and re-
cruiting for part time employment are not comparatively better. Employers who

d not use part time employment have beliefs simildr- to those of users. Employ-

‘ment experts who should be better informed on labor arket conditions have

slightly more favorable beliefs than. work unit supervis (see Table 13}). -

' ) ;
Table 13. Availability. and Recruiting of "Part Time Compared to Full Time Workers

. - t .

., » -
] .
Availgbility Recruiting
Better _ Equal ‘Worse Better Equal Worse
Data Source ’ (percent of responses) (percertt of responses)
Users' Experiences . B T .
Work Unit Supervisor 24 42 34 T 17 54 29
Employment Expert 38 38 24 " *35 41 24
. .
Non-Users' Expectetions ' )
Work Unit Supervisor 3 . - 30 35 16 53 32
Employment Expert . 25 " 32 43 18 "36  46-
. \ ~ . N R
t ‘ - - " .
Note: See Table 3 for sample sizes.
- L '~' ’ ‘.
. 36 - . .
- \
L 16




Both availability and recruiting experiences may be slightly more favora- «
ble among blue collar workers (operative or laborer) than white collar
- workers, and when the work activity is manufacturing rather than administration.
No differences were observed Xegarding student vs. housewife roles of the part
time workers (see Table 14).

'
Table 14. Effects of Occupation and Work Activity on Availability and

K Recruiting of Part Time Compared to’ Full Time Workers
Availability Recruiting
. Better Equal Worse Better Equal Worse
Item ’ " (percent of responses) (percent of responses)
¢
L .
Work Activity-includes . . ‘ o
Administration : 38 31 31 31 42 28
Mﬁlfacturing 38 50 13 . 38 50 13
s -Occupation ineludes
, White llar N 39 32 .29 39 . 36 . 25
Blue Collar - 50 - 32 18 48 30 22
. . M ¢
- ’ D ‘e ‘ : ‘
Note: Tne source is employment experts in 39 user, companies. Because some
employers have part tlme workers in both occupation and work activity
groups, some overlap occurs and actual differences may be greater than
: those reportec; here. r
L - . ’
- When the awvailability and the recruiting of part time workers Qiffer from
- those of full time workers, they are quite important in the decision tQ use or

not to use part’'time emplovment. Over 60 Percent of the usexs who experience
availability differemces regard them as important. Recruiting differences.are
important to 67 percent of the work unit supervisors, and 40 percent of the em-
. ployment’ experts. Non-users lmge simi’lar opinions on the lmoortance of availa-
"bility and recrujting.

Y uh 9 L .

Explanatlons.. Employers confirm that the avaglablllty of part time labor

~ is a predictable function of its supply. In some situatiohs, part time workers

_ are less available than full time workers, despite an overall exeess supply, be-
cause there are, shortages of part time people in certain labor market areas and
occupations (e.g., clerical workers in Washington, D.C.). This is not a nation-
wide mismatch in quality or quantity between skills demanded by émployers and

- skills available in.the part time work force, but rather a job-area interaction.

. Availability is-'not related to the presence or activity of employment- agencies, .,
* labor unions, oriother institutigpnal features.

Y
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The explanation for employers' recrujiting experiences with part time work-
| ers is asymmetrical. When recruiting is easier than for full time workers, the
» reason is attributed to grater availability. On the other hand, when recruit-
| ing is more difficult, it is not due to a shortage of available people or a

poorly functipning secondary labor market. Rather, it 'is due to unusual time
.scﬁeduling requirements for part time workers. 'The employer or the employee
might have specific time of day or day of week requifements which conflict.
For example, an employer might need to cover late afternoons, the precise time
when a hopsewife, for example, would need to be home. In these cases the em-
ployer's search process is complicated. Such instances, however, are reported
by only a guartef of all employers who use part time workers. Non-users of
part time workers, on the other hand, expect different recruiting problems.
Tbey are likely to believe recruiting problems' would stem from the simple need
. to recruit more people if part time employmeﬁt;'t\"useq, and, therefore, to
spend more time on recruiting. They are not'iw kly aware of the scheduling
conflict problem with recruiting. b

-

/
.

Training ‘ .

- Traininé costs are usually unaffected by the use of part time empioyment.
But its expansion is sometimes const{rained by training costs whioh non-users .
expect to be higher for part time than for full time workers. .

It is commonly believed that training a part gime work” force is more cost-
ly than a full time force because the smaller amount of time that part time em-
ployees spend on the job (even permanent and career-oriented partftime employees)

. reduces, the employer's return to the training investment. Some employers, also, .
believe part time employment will imcrease the training time required by in-

.t creasing the number to be trained (cne full time job converted to two half time
jobs doubles the number of employees). On the other hand,.it has also been
pointed out that training costs for part time workers may actually be minimal.
Some part time people, it is alleged, come fully trained to their work, as in
the case of some professionals. Others need very little training, as in some
clerical or laborer jobs. In other instances, overqualified people cohpgting

. for scarce part time jobs may need less training. In general neither of these

competing claims are verified by this research.

. Outcomes. In a majQrity of cases, employers' training experiences with’
part time workers are the same as with full time workers in terms of admini-
strative cost or effort. When there are differences, they are as likely to
be better for part time workers as worse. However, the common negative as-
sumptions are still held by non-users. About half of them expect, training for
part time workers to be more costly and none expect it to be less; their expec-

ations are significantly different from the experiences of users in this re-
gard (see Table 15). - < .

A3

No substantigl differences in training experiences are reported for stu-
. dents vs. housewives, for white tollar vs. blue collar jobs, or for manufac-
turing vs. ~administrative work activities. Since the cost of training for part
" time workers is usually not measured, these results are based on impressionis-
tic rather thdn objective sources. :
* -
. Only a minority of users regard their training experiences for pggt time
workers as important to their part time employment decision. But_non-users who

. -
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Table 15. Trainihg Outcomes for Part Time Compared to Full Time Workers

’

* ; ' \Better Equal Worse
Data, Source : C (percent of responses)
Vs . ‘ 4 .
Users' Experiences . ' o
Wofk Unit Supervisor . 21 54 26
Employment Expert -21 61 ~ 18
Non-Users' Expectations . )
Work Unit Supervisor 0 s5C 3 S0 o

Employment Expert 4 50 46
JA) ' r

Rty
A]

L

Notes: See Table 3 for,saﬁple sizes. The difference between users' experi-

’ ences and non-users' expectations for worse vs. equal or better out-
comes is statistically significant at a «<.1l0 according to a chi-square
test. . )

~ ) ~

»

expécted negative training oufcomes for part time workers regarded these-nega-
tive outcpmes®as ifmportant. Therefore, concern abouti.training does appear to
be a constraint against usage. Since training is usually not an important dis-
advantage to employers with part time workers, non~users have unrealistic expec=
tations in this regard. ‘ 4

Explanations. Favorable training outcomes for part time workers are trace-
able, as predicted, to the lack of a need to provide training on the job beyond
a quick orientation, and 'in a few cases, to the fact that part time workers are
already fully trained.

When part time employment is viewed as producing heav1er training burdens,
the predomlnant reason is that part time employment involves' more people, which
results in more training. In general, this is not perceived as a problem by

* users because there are few cases in which part time workers substitute for

full time workers and. increase the total number of workers who need training.

‘The reason cited much less often is that it takes longer for the employex to

recover his training investment in part time workers since they spend less time
on the'job during the calendar year thi? full time wprkers do (see Table 16).

Recordkeeping A . o -

’

ont does né't increase recordkeepzng costs.

« In most cases, part time émp&ﬁ_”
But recordkeeping constrains uskgeil
expect it to be more costly fbﬂf ;

Rt 1 114 v
Recordkeeping refers to ‘the’ adminlstrative paper work necessary for each
employee, including personnel and payroll records. It is often speculated that
recordkeeping is an extra administrative cost of part time employment, eithe#
because the total number of workers is increased or-=-because the_bookkeeping;and
scheduling are more complex. Results from this study cast doubt on these
assumptions. '

‘39
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Table 16. Explanations for Better and Worse Training Outcomes for Part Time
Compared to Full Time Workers ‘

z

‘ - 5
Explanation ! ‘ Percent of AlI”Reasons
F 1 7 ‘ —
Better . P ' ! .
‘Part time jobs do not fequfre training ‘ 53
' _ Part time workers are already trained 24
Other . 23
- . hd \\
Worse \ . - .
gés More people mean mor® training ' 55"
Investment recovery period is longer : 25 ‘

Othér ' 20
. - T %

Source: Open-ended responses of work unit supervisor and, employment experts
in user and non-user companie$; n=17 for Better and n=40 for Worse.
- r Y L4
Outcomes. Two-thirds of the respondents igdicated no difference bhetween
-part time and full time, employment in terms of .XYecordkeeping burdens. Both
work unit supervisors aAd employment experts agree (see Table 17). A third
of the users do experience added recordkeeping costs for part time workers,
but only a minority regard those unfavorable outcomes as important. It is
theZefore likely that recordkeeping costs are small in size and pumber.
Although non—users'-expectation$ are not,significantly different from users'
experiences ove;éfi# oughly half of them do expect unfavorable recordkeeping
outcomes ‘and -regdrd those as jmportant. Thus, despite the fact that-record-
j are insignificant, and concerns ‘about them unwarranted,
y Bct as cb?? ﬁ§§nts against part time employment nevertheless.
¢ 7 . s AL o o . .
..... J/Recordﬁeepfﬁg#;ogip vt A ’ﬁkers is relatively more burdensome when
the workers”are; bluejc FiofXers rather than white collar workers. This is
as expected since, /\g;%g#éi:uhaz§ﬂnsgally'kept for blue collar workers, most
of whom ‘are hodrﬂy/ ageiworkeds tather than salary workers for whom time worked
records are not dften kept.’ No differences are noted for administrative vs..
manufacturing activity or/for tudent vs. housewife status.

X

/ ct ,
L. !

Explanations. One—thiré of the cases report recordkeeping as worse for
art time workers, and they give/two reasons: part time employmegrt increases
the number of workers and hence ‘the amount of records to be kept, or part time
employment requires special records to be kept (such as detailed manual reports

of time worked as opposed to automated accounting by exception only). . These

reasons occur in a roughly 55 to 45 percent split, respectively.

.
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Table léecorakeeping for Part Time Compared to Full Time Workers - '

-
»

b [}

. ‘ . . ' Better Equal Worse
Data Sources (perceant of responses) . .

BN

USers' Exﬁefiences '
- Work Unit Supervisor N . 0 ) 69 31
- Employment Expert ' .0 68 32

Non-Users' Expectations ) .
h - .
Work Unit Supervisor - 5 55° 40
Employpent Expert 0 46 54

Occupation includes:?2

White Collar _ 4 0 76 24
Blue Collar 0 53 47

£y

L 4

a : : : . .
Data source is work unit supervisors in 39 user companies.

_," Note: See Table 3 for sample sizes.
, W

, J

Wages and Fringe Benefits

7 . - )
( Total wage costs are sometimes reduced by the use of part time employment
. . and constitute a weak incentive to use it. Fringe benefit costs are not in-

creased by part time employment as it.is cur ently used. Rather some savings
are usually experienced because not all benefits are offereda but this saving
usually does not motivate the use of part timMe employment. Non-users do not
foresee wz:f cost savings, nor do they ekpect higher fringe benefit costs.

Wages and fringe benefits together cb'stitqte labor compensation. Theo-
retical discussions g; the eqonomics of compensation for part time employment
give conflicting outcomes. There have been some claims that employer wage

+ costs can be reduced by part time employment, which would produce a better fit

f between size of labor input and size of load. Wage costs may also be re-
duced if part time employees are paida lessser wage rate than full time em- ° .
ployees. On the other hand, part ti oymént is alleged to cause higher

fringe benefit costs to employers than full time workers. However, not all
fringe benefits need to be paid to part time workers, so that in fact lower
fringe benefit payments are possiblé.

Fringe benefits include statutory  benefits, comﬁensatory benefits, and
supplementafy benefits. Statutory benefits are taxes fixed by law: social -
security, unemployment insurance, disability insurance, and workmen's com-

pensation. Among these, social security is potentially more expensive for
pare-time employees. At present employers pay a tax, of 5.85 percent on the




iéeaxnings g; all employees only up to a
“places one full timeVemployee with two p
_social security payments would increase

. might be lower. ) )

. for time not worked. Their cos

f
a

ceiling of $1§,560. 1f an employer re-
art time workers, the employer's total
if the two part time salaries together

exceed $16,500. This seems unlikely in practice. Unemployment insurance costs
may be higher, especially gince the ceiling is quite low, but they are small
in magnitude. On the other hand, part time employees are ineligible for unem-
ployment compensation in some states, and thus unemployment insurance costs

-
(]

Compensatory penefits--paid vacation, holiday and sick 1eave--aré payments
t should be about equal for full and part time

be easily prorated: , .

employees because they can

.
.

s include health and life insurance, pensions,
ase, and tuition payments. These benefits, if of- -
more for part time workers, even if

Supplementary benefit
profit sharing, stock purch

. fered, cost the employer proportionately
part time workers make the sane‘dolla: contribution as full time workers, be-

cause the employer's contribution is spread over less labor input received (or’
contributions are made twice for ¢he same labor input received if two half time

workers replace one full time worker). Of course, it is possible to prorate

most of these benefits to hours worked, but that usually involves renegotia-

tion of contracts with insurance carriers.

tirement Income Security Act of 1975

to the use of part time employment. This act
requires all employees who work over_ 1,000 hours a year (half'iime) to be treat-
ed the same as full time employees with respect to vesting of pensions, making
part time employment which exceeds half time more costly to the employer.

provisions of the Employee Re
may be of particular significance

) Outcomes. Wage costs of pért tiﬁe employment are lower than those for
full ti employment in one-fifth of 3@& #he cases. But theré is no saving in

wage coSts in two-thirds of the cases.| . .

In contrast, fringe benefit costs are cheaper for part time employees in
more than half of the cases. Employmgnt experts, with their broader view, are
a bit more likely to see higher fringe benefit cos:s-than are work unit super-
visors. Still, twice as many employment experts report lower rather than high-
er fringe bénefit costs. Non-users have roughly similar expectations. If there
are any differences, non-users are less inclined to expect wage cost savings |
and lower fringe benefit costs than?users in fact experience (see Table 18).

. Among users of part time employment, about 44 percent paid no fringe
benefits to part time workers. About 10 percent offered only prorated vacation ’
and sick leave, ‘while an additional 12 percent offered vacation and sick leave
plus some form of group life and health insurance. Roudgiy a third of akl users

made the full range of fringe benefits, including pension benefits, available

to part time workers.




Table 18. Wage Costs and Fringe Benefits for Part Time Compared to Full Time

Workers b ~.
. N ., Wage Costs Fringe Benefits
« Better EqQual Worse Better Equal Worse
Data Source (percent of responses) (percent of responses)

/

Y

Users' Experiences

Work Unit Supervisor 21 66 13

) 67 25 8
Employment Expert . 24 .71 5 50 26 24

_ Non-Users' Expectations . -
Work Unit Supervisor 5 90 5 35 v 50 '15
Employment Expert 19 74 7 . 43 29 28

« Occupation includes: P
White Collar 18 75 7 50 ° 25 25.
Blue Collar . ’ 30 65 4 65 22 13
’ ~
. Work Activity 1nc1udes . }

- Adfinistration 24 o 69 7 48 28 24

Manufacturing ‘ 24 77 -0 71 . 24 6
I .

»

-

\ L.
Note: See Takle, 3 for sample sizes.

v . 2
-Wage and fringe benefit savings may be.slightly more frequent for blue
collar part ti. e workers and in manufacturing work activities than for white

collar workers ind administrative work activities. They are unaffected by
the student vs. housewife role of the part time workers. ; !

.Differences in wage costs for part time compared to full time eﬁbloy- .
ment are important to 45 percent of the work unit supervisors and 55 percent
of the employment experts in user companies. Fringe benefit differences are
7 impbrtant to only 38 percent of these. Non-users attach the same degree of
importance to these outcomes. :




- -
¢

-

nglanations. _When wage cost savings-are an outcome of part time employ-
ment, there are two explanations. The ‘more frequent is that part tWme workers
get a smaller rate of pay than full time workers. This atises usy&lly not from.\
unequal pay for equal work, but rather from unequal work or from lack of promo--’
tion. If there is discrimination against part time workers it is likely to be
occupational discrimination rdther than direct ‘?gefaiscrimination. The second
reason for reduced wage costs under part time epployment is that wages are paid
only for hours worked. This reflects Eoth‘the ability of ‘the employer to matcb -
more closely the size of his work force to the work load, and the v@ew.tha; part
”time K workers, whot:§§nd fewer hours on the job, actually spend more timehwdrking'
while on the job do full time workers. .

-

. TP -

When fringe penéflt costs are reduced upder part time employment, the sim-’
ple reason is that not all benefits are paid. When benefit costs are increpsed,
the e er may pay a proportionately higher cost for part time workers' fringe
benefi¢¥; or he may pay for more complicated fringe benefit administration (see . -
Table 19).

! -

»

L] . P .
Table 19 . Explanations of Better and Worse Wage and Fringe Benefit Costsg -
B for Part Time Compared to Full Time Workers ’

. ) . Y ‘

Explanation. ) Percent of All Reasons

¢

L3

Por Wage Cost

3¢

Better

-

Smaller rate of ﬁay i
Pay only..for hqgrs worked

For Fringe Benefit Cost
Better
Not all fringe benefits paid

- Werse

——

Sone\fripge benefits cost proportionately more 67
Fringe benefit administration is more complicdted 33
_ . . -

- - [ I
Source: Open-ended responses of work unit supervisors and employment experts .
in user and non-user companies; for wage cost, n=23 for Better, and
for Fringe Benefit Costs, n=65 for Better and n=18 for Worse:
. » i .'& . . ¥
) Thus, although labor compenéation i;\frequntiy a benefit and is rarely
a cost of part time employment, it is-not a chief reason to explain the use of

44
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“ 1 of employees or because it 1ntroduces néw problems of scheduling, coordlnatlon,

.

Eald
4 it e ¥
.

% part time employment " In partlcular, lower=fringe benefit costs are seldom °
sought ‘after¥ind do not motivate empldyers 'puse ;of spart time workers. Neither,
" da fringe benefit Costs stahd in-the way of th@ exp ion of part tink’ employ-
ment, since onl{ a few nOnausei:s/hava negathe expectations which are g.mportant

to tﬁexp% . - . . .

. . e B ~‘_ R . h .

' 1) g e
4 — _.\: . -
o *° 5 . &. Work Management .
. . CON e : :
- ~ s 7 . " f‘ : . '

Supervision . : ok A

o Super:;lszon is seen ‘as a d.tsadvantage of part time .employment 1: a sub-
%;tantlal Mer of cases, due mainly ‘to scheduling complexlt.les. But it is

- -not a major tost; part time emp. mel® is used successfully nevertheless. .
However, expected sqoervgszqn roblems a.{e rier to°its adoption by n¢n-
users. A . - . ;

Tbeoretlcally it seems™ llkely that the Superv:.sory~ function will madé
. more dlfflcult‘ by part time &loyment, either bBecause it 1ncr.eases the” Aumber
v &

and ¢ommuriicdtion. - ” e, ST < I ,

[P T r o
Outcomes. According to the supervisors themselve) the ‘supervision of part
time workgrs is more difficult than that of full time wdfkers in about half ‘the
. caseg, -with the bajajice.seeing no difference. - loyment e;pé'rts from their -
* vantage paint are slightly les$ unfavdrable “than wokk unit supervisons Among
#on-users there is a si"%ly greater freguéncy of unf.avo;:able expectations .
. ‘than users' experiences wdtld warrant but the dlfference. is ‘fot stabl‘st:.cai'ly
, significant. ‘ - , 3
v ' ] Superv151on experlences aire ‘0n1y very Sllghtly affected by ‘the occupation -
of the part ¢ime workers, Wlt.h perhaps somewhat "less, unfavorable results for )
w» blue-collar rather fhan whlte collar workers. Student vs. housewife. roles for
part tlm‘r‘kers make 11tt1e\orpno dlfference (seé Tdble 20) . i : :

o> Users of part time workers who experlence worsé supervision often do not
regard that n ive 'outcome as" rmportant Fewer than half (47 perr*ent) of, the
supervxsdrs themselves Are concer¥ned .about it, and employment experts attach
even less importance to these- expenences. \Thus relatively few users consider

problems to be a,major cost®™® Canversely, however, among non-users

superv:Ls:Lon to be worse, 70 percent attach high’ 1mportance to that

n. gﬂ‘hus nega‘trve/'s_ﬁﬁ'erv:Ls:Lon e)tpectationé are a bar to part time

in a substan‘:.al rfumber of cases. . " o -

0 . ‘ . e .
- 4 ~ P Al -

. Explahations. The domnant%ason gor unfavérable supervismn experlences, )

with part time workers is scheduling prd’b],bms, ‘accounting, for almost two-thirds
of all negat:.ve resg:nse'. Elther there 'is more schedﬂllng of . workers
donme* Because_ there are more’ workers or séhedullrﬂg is harder because t
workers are not - contln‘uou%ly available or wnrk irregular’ sched 7 Thus part
+of the dlfflcultyd.n supervising pa;t ime people Yests not w the people’

themselves, but with the situation 1& e company, i.e., the e loyér's needs,
which necess:.tﬁed thein belng hlred 1n the f1rst place. . ’

. o . -, 45 / '; oy
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Table 20. Supe'.rvi,\si‘o'x;,‘of/Part Time Compared to Full Time Workers ° _.

" Al 3
T T

) . Better gua.}ii' Worse
. ' (percent of responses)
. o sporn,

‘. .
Data- Source

v
-

<&

Users' Experiences

Work Unit Supervisor
" Employment Expert R

*lon-Users i Expectations

Work Uxu S\’Visor

Emplo?mnt ert
_\.‘_..___._____w -

o

- OCcupetion includes:?
¢ A}

Whitg Collag

~ Blue Collar

i +.

L4 v
3

Y

- Note: See Table 3 for sample sizes. , . .
"ﬂ&e data source .'LS 39. work unit supervisors in user comganies. ]

' }
oY ‘p PR 4 -
, . Co »

‘ ?A gecond reason explaim.ng supervision problems is that more _communi cation
13 required or- commmlcatlons are more difficult. Other potenn.!i supervision
g problems, such as more work starts, stops, p’d changeovers, unresponsive and
uwcooperative empleyees, fo not maferialize, and were only i frequen;ly raised
1),

. by non+users {see Table

-~

]

‘% v¢' I « » .
Table 21. gExplanatdons for Worse Supervision fbr P' 'Iin;e Conpa ed
to Tull Time Workers ; '

-
o,

Wlana@on e . - Pexceat of All Reasons

L

ore vor‘.c/worke.. schedwling required or more difficult . 465 ‘
‘vc-k/worker sc*’i : . ~ “

Mete ‘coctmunications required ‘or more difficult to comunicate 23",

‘ é work starts, stops, and changeovers Y

time workers- are.ld§s responsive, cooperative ’ 5

Q_Sourc‘e: Open-em!ed responses of wark unit’ supervisors and emp"”loymenr
experts “In using and non-using companiea, n= 57. .




The potential for reduced overtime through ‘the use of part t.me emplogment

. -
L] A P

I pr.l.nc:Lple, ],t is often suggested that employers could use part time em-
2 fing- ex'.t'ended hours or meeting peak demand in service organizatigns {such ,as,

reséarch ,suggests that, such savings are common with part time employment and a
significant advantage to ltS use,

“ o »
. 4 )
. . .

mes and E lanatmns. A large ma}ority of users--68 percent of work

"

\;/rr spi tfo; tgu.radvantage, it i unlikely that overtime

employment. o \. 2N

. ;'# -~ - " ~ , T 'u~ ' -..

‘ties tham i¥ blu collar jobs and }na.nufacturing activa.ties (see Table 22

» . -

® - Equipment and Facilities '
In most cgses, the utilzzation of equipment and fac111ties is unchanged» *
. by thée use of Part time employment and does not, ‘explain its use. " When these o
e cons.t,deratipns are decisively better or worge,’'they are equally as likely to i
v " be a benefit as a cost, agd so no general direction of influence can be pre- i
- dicted. . . . . R ‘

' - +It ‘hag been claimed that part’ time employmentcan increase machine time
, or otherwise extend the' utilization of capital equipment. For exa.mple, sched-,
. "uling part time workers at either garly or late hours, as in a second mini-. ’

. shift, enables space ‘and equipment to be uysed longer each day. On the other

desks, typewritezrs, or tools, if duplication is needed for split jobs. C
- <
- ® Outcomes and Explanations, Neither more efficient utili.zation of'}facili- "
ties nor its opposite, increased equipment needs,- is a usual experience with ®
‘part time employment. For the most part, part time employuient does not affect
_ the use of equ:;.pment and facilities. It is not a decision variable and does
~° not ‘explain’ the use of part)time employment in the fnagority of cases. But’ .
b when there }.a.n ‘effect, whether better or worse, it is important--67 percent

" of work unitjguperyisors and 79 percent of employment experfs reqgrd those -

_ differences important. The liKelihood of favorable:equipment éxperiendes

- may be slightly higher for white collar than- for blue collar occupations. .Both
work unit supervisors and employment experts concur in these resulta, and the,

a’small number of, non-users are constrained from adopting pa.rt time employment

.+ due tozeB)quipment and facxlities, almost none are encouraged, to adopt it (see
. Table

W . .
- &2 S, . . e

- - , P .
' , B 47 5 ¢
LT »

s

expectations of non-users ‘are’ similar to the, experiences of users. Thus only °

‘-

. is.a large incentive ‘to use it. But many non-users do not: foresee this benefit.

ploymegt cinstead of Paying ovBrtime to,full f‘ime employees, especially for staf~

% | banks), or for covering the .partial shift often required in ma.nufactuq.ng .This .

« -

.
IS

it s erv‘isors and even more emploﬁ\ent‘experts--rag_e part time. employment as
tte tlll time because it enables them 'to a;void scheduling oveTdime. Over
se outcomes are important and have quantitatiVe measures of then.

. .

ngs are an in-

o centJ. N\\fﬁrﬂxe on ~of part time employment by other e rs‘. Only.a third
Fa - of the- nc}-usé Fa i d expected oVertime sav1ngs to be a"b t of par;t time

- Although ovért;me savings were common for all categories of users, they were
more likely b? experienced in’white collar jobs ,and administrative work activi-

. hani, pax:t time .,schedu].ing could add to equipment needs, inclyding offices, k
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Table 22. Overtime Payments under Part Time Compared to Full
Tizé Enplqymant ) ,'

E tter Equal = Worse

Data Source . h, (percent of responses)

-

User's Experiences
.~ Work Unit Supervisor
. Employment Expert

" Non-User's Expectations
Work Unik. Supervisor
Beployment Expert :.

Occupation?ncludes:a

White Callar
Blue Collar

"Work Activity includes:2

Administration
Manufacturing -

I ) - N - o

Notes: See Table'3 for séEBle siz°s ' Differences between

- users' experiences and non-users' expectations are
statistically significant at a <. .10 "according to a chi-
square test on Better vs. Equal or Worse. ,

2 pata source is work unit supervisors in 39 user companies,
since some employers Rave part time workers in both’
oé&cupations and work activities, séme overlap.oceurs, and
differences may-be gteater than reported,

e . o
e . « °.

Table 23. Equlpasnt and Facilities Outcomes fo; Part Tima
Comparad to Full Tigme Employmant b

oL e Better Equ;l Worse
Data Source - o (percentdgf responses) *

— —
. User's Experiences ’ )y

)

Work Unit Supervisors ' 18 61 - 21
Employnent Expertsy. - 76"

Non-User's Expectations :
Work Unit Supervisors « 70 .

’

Eoploymant Ezperts ,

Occupation :lncludes'a

" Wnite Collar '

Blue Collar - I ‘ . ‘ §7 -

FNote: See Table 3 for sample sizes and Iable 20 for
Note 'a'. )
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N D. gummary of -Findings P '

LN ’

Taking into account all job performance, personnel- administration, and
.+ ' work management. experiences, the net effect is a weak pOSLtlve economic outcome
' for permanent part time employment; on the average, there is a small net bene-
fif. A few of the outcomes constitute weak incentives to use part time employ-
. ment, but they-are nqt compelling. They are reduced overtime costs, increased y
productxvxty, reduced absenteeism, reduced wage costs, and to"a lesper extent,.
reduced fringe benefit costs. But many other Joutcomes' either are not affected ! .
by part time employment, e.g., €quipment and facilltxeziﬁeqUArements, co-worker
relationships, and training f&quirements, or are mnpre table because .they . .
generate benefits as frequently as costs. \These'unpredictable outcomes are the’ -
availability, reqruiitment, and turnover of part time workers: No outcomes&Lm-
pose s ng economic costs on the employer. Variables suspected of causing .
problems--recordkeeplng, supervisiog, promotability, and loyalty--actually
have.little negative effect. Overarl, ‘most of the performante, administrative,
and management outcomes for part time employment areé frequently not different '
from those of full time ‘employment. Mhen they are different, ‘employers fre- ‘ .
quentl? do not see them as important ¢see Chart 2). , .
{ . -

POf course there are a lot of negatlve expectatlons about the benefits .
and costs of part time employment #mong employers who do not use it. The - = .
chief saeconomic constraint against its use is expectatlong of high turnover. Other
expected costs that matter are proplems"with superv151on ‘and recordkee ing,
_ high tralnlng costs, low broductlvl , and worse promo®ability than fo full ¢
" time workers. ~ Expected unfavorable regults with absenteeism and recruitirg, L.
are lesser constraintd. Non-users: expedt, nevertheleés, that both overtime’ « -
and fringe benefit costs are advantages of part timé employment”’ (see Chart 3).

LY

1

‘_ The use Vs. non-use of part time employment cannot be explained by ego-
nomic benefits and costs’alone. Not guly are: cutcomes frequently the same’ for
part and full time employment (or not important if they are different), but for sev-
eral outcomes, hon-user expectations are in rough agreement wigh user expéri-
ences. This is the case for overtime costs (incgntive), loyalty (a weak con-
straint), availability (unpredictable), ang co-worker relationships and equip-

t and.facilities. (no effect). They also agree on the direction of influence
not the strength of that influenee in -the cagés of fringe benefits- (p051-
tive), ahd supervision, recordkeeping, and promotabilrty (negatlve)

’,* The most important economic outcome in ,explaim.ng the use vs. non-use" of

) part time enplo nt is productivity--users experience'it as a benefit, but e
non-ysers expect\it to be a cost. This divergence is true, to & lesser degree,
for absenteelsm. In addition, non-users ‘do not recognize possibilities for -
wage cost savings\with part time employment, and'they are. qeuewhat less likely

to f‘resee overti sav1ngs (see Chart 4). | R

. The 1ndustry of the®employer usually does not affect the'beneflts and gosts
-‘of part tlme employment, but the occupation of the part time employee often does.
However, neither major occupatlonal group--white collar office workers vs.. blue
collar-production workers--has an overall edge. White collar part time 'workers
(m3inly clerical) appear to surpasé blue collar on two job perfo!ﬁhncekvarlables

,-~~turnover and absenteeism--and on two management variables--overtime costs -apd
equipment and facilities.costs. On the other hand, Blue collar part time workers

K . « .
% N . B - s
d ‘ . ' . -
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) 1 Chart ‘2. sSummary of Users’ Experiences with Benefits and Coata of Part .
<! . - ¥ Time Employmerit, Their Importance, #nd Their Effect on the ]
’ Use bf Part Time Employment . . )
, N . Experience: - Important to Effect on Use
. 7 g part Time vs. ° Decision to of part Time
, Benefit/Cost Variable * . " Full Time - - Use bPart Time Employment
. 0 u : - - -
Job Performance ) . . R
Productivity - Equal or Better? Usually ‘.. Weak ‘incentive .
b urnover mifa _ Half the time Unpredictable
Absenteeism ' Equal of Better  Half the time ' Weak, incentive ’
Promotability Equal or Worse SeldombP Little effect
Loyalty . - . Equal or Worse Seldom = .- Little effett )
. Co-Worker Relatiomnships Equal . Seldom No effect Jl
Personnel Administration . - !
+ Availability Mixed vdually - Unpredictable
. Recruiting ' " Mixed 4 Half the timeP  Unpredictable
. & Training‘ oL Equal . Seldom® ° - . No effect- ¢ '
, Recordkeéping - .° Equal or Worse. . SeldomP ' _ Little effect
Wage costs - Equal or Better  Half the time N Weak incentive,
Fringe benefits Equal or Better€ Seldom -Liftle effect
) Work Management .o : : ‘ : . SN
Supervision ) . gqual or.Worse SeldomP Little effect
. Overtime costs Better Usually . Ingentive ¥
' Equipment . Equal . Usually No effect .
Y , . . - : - : — — ,
- aWork unit supervisors are less positive than employment experts. = . .
bwork unit supervisors attach moxe importance than employment experts.-
' CWork unit supervisorfs ‘are more -positive than employment experts. . : so.,
o , _ . - .. Lo .
Source: Tab¥es 3’throqgh.23. : N . T . e
. 2 - ’ . l'
{operatives and 1la s) may have an advantage on three quite~im§orpant person- -ig

el adminjistration variables--availability, recruiting, and wage costs. ‘Nofdif-
ferences are found on productivity. Part time workers who éreﬂiousewives{in
. their other role are_occasionally superior to'§tudent§, especially in turnoveér

and absenteeisrn (see Chart 5). T £ < ) -

» * A\ > R & ‘y

-

These results mean that if part time employees are housewives in clericxl
jobs, reduced turnover comparea to full time employees becomes a clear benefit. .o .
of part time employment and an incentlve to use it, rather than being unpredic- - .
table. For students in blue cdlldr jobs, turnover becomes a cost. These rer ~ ¥
sults also mean that availability and recruiting are likely to be. incentives'”™ -
to use part time employment in operative and laborer jobs, rather than mixed ~

. e

in their effects. . T o
¢ ' T ‘ + Co




Chart ‘ Summary of Expectations of Non-Users About Benefits and Costs
of-Part Time Employment, Their Importance, and Their Effec}
on Non-Use of Part Time Employment T e -

. , , . _ . ) - &
. . Expectation: Important to . Effect on Nom~
A Part Time vs. Decisions Not-'to Use of Part Time
Benefit/Cost Variable Full Timé ‘ Use Part Time Employment |
Job Pagformance ’ - R
Produftivity .. . Equal or Worse Usually . < ‘Constraint
Turnovyer . . Worse - Usually ! ' Constraint
Absenkeeism - °  Equal or Worse Half the time ~ . Constraint |
., Prom ability . Worse? - Half the time *  Constraint
EEIR Loyalty ) " . . Equal,or Worse Seldom Little effect
) Co-Wotker relationships Equ.a{ " Seldom - No effect
Personnel Administration . * * T B
Availability Mixed - : Half the time Uppredictable
Recruiting / . Equal or Worse _ -Half the time Constraint
Training . EQual or Worse ,Usually —_—— Constraint .
Recordkeeping . Equal or Worse . Usually © Constraint
Wage costs .  Equal ~ - ° - No ddta’ No effect-
. ~Fringe benefits " Equal or Better Half the time Incentive '
'3 d . . 4 - .
Vork Management - L . : .
’ Supervision . Equal or_Worse usually = "Constrajint -
 Overtime costs Equal or Bétter.  Half the time Incentive
Equipment -3 Equal Usually T No effect’

\ . v ;
a‘Work unit supervisors are less positive than employment experts.
. Source: Tables 3 througH 23. .o
‘ ‘ . . . . ’ .
rd '
_ " Three qualifications are necessary. First, although the _economic outcome
. for part time employment appears on the average to be aismall net benefit, the
experiences of an individual user company may be substantially more positive
on any one of the individual economic outcomes. ' Conversely, not all the bene-
" fits may be obtained. There is considerable variation in.experiences fsom

user to user. . . ce
. L)
, ’. *

Secdnd, although users experience positive econémic benefits, on balance,
it does not follow that non-users would necessarily reap the same benefits.
Obtaining economic behefits depends in part on the job and the characteristics
-of the worker, as reported in this chapter. It also gepeﬁag on a combination
" . of other factors, including work technology and.labor market conditions, as is

.reported in succeeding chapters. ) ‘ .

* -~

v

Third, all ;:heég results must be taken with cau}:ion because they are based
on a small sample and because the study is exploratory. . . ‘

«
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Chart 4. Summary of Effectis of Benefits and Costswef Part Time .
Employment on Dedision by Users and Non-Users Whetherx
to Use' It . - ;

= 1

Effect on Decision User Non-User

]

@@ Weak Incentive

¥

L}

Overtime costs
Productivity

. Absenteeism
Wage costs

_ Fringe benefits

Overtime costs
Fringe benefitf-'

¢

No @ffect . Equipment Bc‘;_uipment
- : - Relationships Relationships
i + Training. Wage costs '
K - El > @
Weak censtraint Loyalty i Loyalty
: ' “ Promotability
Recordkeeping ’ .
Superwigion ,
Constraint * - i Absenteeism .
. Recruiting
. ‘ Productivity
. Training
. e Recordkeeping
. Promotability
. Supervision
~ Turnover
ir T
Unpredictable Availability AvailabBility
‘ \ Recruiting -
( Turnover
.Soupce: Charts 2 and 3.
SR
L
-
r
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Chart 5. Summary of Effects of Occﬁbation, Work Activity, and Student vs.'
Housewife Role on Benefits‘ and Costs.of Part Time Employment *

L)

Occupation
1

Better Experiences for

ANo
Differendes”

White Collar - Blue Collar No data
Turnover Availability Productivity Relationships
- Absenteeism Recruiting .Promotability
Recordkeeping™ Loyalty Training
Overtime ‘costs Wage costs v
.. Equipment Fringe bemefits -
» +  Supervision
————————————————————— e e e e em e e S SN T o SEr G GEe =S AR e
o Work Activity )
rd - » .
* Better Experiences for No
Administration Manufacturing Differences No data . >
Absenteeism Availability ¢ Productivity Relationships
Overtime Recruiting Turnover .
‘ Fringe benefits Promotability ‘.
. Loyalty
¢ Recordkeeping AN
) Training 73!
Wage costs
Equipment
’ § Supervision o ’
‘ Student vs. Housewife Role ‘ .
Better Experiences for . v
Student Housewife Dif ces X No data »
. © -
Turnover Productivity Rélationships
Absenteeism Availability
Loyalty Recruiting
. - Promotability
' , Training
Recordkeeping
Wage costs N
* N Fringe benefits ¢ .
Supervision .
o , Overtime . . R
Equipment
Source: Tables 3 through 23. . -
\/ N \
. 53 Q- ’
Ly




f _ - ' ;;v » )
: ; h "J' yf' ,
N o ; - b u—z,‘}
) ~ - - M l\ g Ei@' i .
. Mt'_h; ‘ - N .
A ,*\\ . .. -~
- « A
d a 4 - \ \ - N
sl : CHAPTER 'IV. W@RK TECHNOLOGY AND EXTERNAL FORCES: - -

‘ HOW THEY AFFECT PART TiME EMPLOYMENT

The use or non-use of permanent part time employment might be explained by
the nature of the work to be dane and the work 'setting. It is commonly believed .
that part time employment lS suitable for some jobs but not others, and more ap- -
,proprlate forysome work settlngs than others. These hypotheses are tested in s
this chapter. .. )
4 ‘
Work technology has two separate but related meamnings in this study. One
. refers to the technology of the job task--the-nature of the job and what it~
takKes to.do it. Examples of job technologies include requirements fog team-
work, co-worker cooperation, communlcatlon, tralning, supervisory support, su- '
pervisory responsibility, policy making responsibility, and problem, golving.
Job tedhnology also refers to, characteristics of the job such as repetitive-
ness, \ctress, discrete tasks, and contlnuous process or service operatlons.
The other meanlng of technology refers to the’ technology of the work unit °*
and to the exteznal ,demands made on it. Eor example, work unit technologles
refer to the time pattern of demand for the 6utput of the work unit, such as
extended hours of operatlon or cyclical demand. It also refers to work or worker
schedullng complexities, a non-standard size of workload, special projects, and\
tHe'rate of change in the work unit.

.

i3

A. Suggestions from Previous Research

n N ‘ - - .

/ Lo '
There are two sets.of reasons why 'work technoleogy is thought to affect the

use of part time employment. First, part time employment is used more frequent-

’ ly in some industries and occupations than in others. Second, previous studies .
have attempted to ldehtlfy specific work technologies for which part time em-

-

ploynent lS more vs. less suited. . R
. s .
! - Occupational and Industrlal Usage Patterns. Occupationally, the maximum -
use of part time employment of women occurs among sales workers and service
woxkers, where 18.0 percent and 16.l1 percent, r¥espectively, are part time year
around workers. The minimum use for women is among operatlves where only 5.0
percent are part time year around workers. For men the range is from a high of ’
* 9.0 percent for service workers and 7.9 percent for laborers to a low of 1.6
percent for c workers and 2.2 percent for managers and administrators. Thus
the high use ations, relatively spehklng, have 3% times more part time work-
ers than th e occupations in the case of women, and 5% times more in the
case of men. trially, e dlsparlﬂ& is even greaterX| Part time year around °
women workers count for ZJW.8 percent of all women workers in private households
and 15.2 percent of all an workers in wjolesale angd retail trades, but only
2.9 percent in durab ods manufacturing-ra 9 to 1} gap at the extreme. For-
men, palX time ye around workers account for 7.8 percent of all workers in
wholesale and retail “trades, and only 1.0 percent in durable gdods manufacturing

>

]
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and .7 percent in mining--an 11 to”l gap.l The unevenggss in the incidence of
part time year around employment may reflect supply side availabilities ‘of part
timé workers, but previous studies suggest it may instead be a demand side,
technology-based result. .

Q\z‘ggggopriate Work Techmologies. Those job technologies which previous studies
have suggested are especially appropriate for gart time employment include dis-
crete tasks, repetitive work, and stressful work. Discrete tasks means tasks
that have a cledr beginning and ehd and are ‘relatively gself-contained (e.g.,
donducting a laboratory test, typing a manuscript, processing a payroll, exam-
ining an insurance claim). Part time employment may be well suited to these
jobs because they,have minimum supervision and communication requirements
(which aré sometimes problems with part time employment) and because they are
minimally affected by work start-ups and stops. Repetitive work (fotnd in many

- clerical jobs) and stressful work (either mentally taxing or emotionally-demand-

»

ing) ought to be suited to part time employment because work, done in short blocks
of time will prov}de fresher, 'less bored, less fatigued, and more alert workers.

..
I

~ Work unit technologies which are thought,suited to part time employment in-

* clude cyclical demand and extended hours of operation. Cyclical demand refers .
to reguiar peaks and troughs over the day or week in the demand for the product
or serwice of the work unit. Extended hours of operations refers to hours of
business beyond normal daytime weekday hours. Gyclical demand and extended
hours are illustrated by banks or retail stores which have heavy midday traffic
and evening or weekend openings. Work units which face these technologies might
be especially amenable to part time employment because it would enable—them to
better match the size of their work force to the varying size of their work load:
In general, since goods can be produced for invéntory or stock ‘whereas services
cannot, uneven demand for services is more likely to make part time employment

Jeconomically advantageous than is uneven demand for goods. This feature, in
addition _to work technology, may explain the greater use of part time employment

“ in service industries than in manufacturing industries.? . .

The major job technology which previous studies suggest is not‘gipropriate
for part time employment is continuous work flow: continuous process as in

_assembly line manufacturing, continuous service as with some customer contacts

. (such as inside or telephone sales jobs),_and'Eoﬂtinuous supervision as in some

\' management and administrative jobs. The use of part time employment in contin-

uous work - flow technologies may cause disruptions and scheduling difficulties
and may thus impair the quality of work done or service provided. In the cas€
of managers, coritinubus availability may be required, with coordination and
follow-through responsibilities that may be harder to do under part time em-

ployment. . - |

3

: v
Two other job technologies for which part time employment may be iIl-suited
are requirements for extensive communication and teamwork with co-workers.

lthe qouxéé is U.S. Bureau of Labor Statistics, 1976. -

2We are indebted td John Owen for this poiht.

Y
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"~ appears to discourage the use of part time employment.

. B [ 4
e -
-

Because part time workers are not always present, communications and teamwork
may suffer. Finally, part time employment may be incompatible with requjre-
ments. for extensive training, which is less profitable for an empleyer to pro=
vide to'a part time worker.

-

] [y
o

" B. Work Technology and the Use of Part Time Employment

tome .

The incidence of each job and work unit technology is reported in-this
section, both for users and non-userg of ‘part time employment. The objective
is £o determine if users have différent technologies from non-users. In addi-
tion, users were asked (open-ended) why they use part time employment, and
non-users were similarly asked why they do not use it.' These answers are in-
terpreted in terms of work technology. The findings permit previsional con-
clusions about the role of work technology:in explaining’ the use or non-use of
part time employment. Because the sample is small and.the findings based on
respondents' opinions, the cenclusions must be regarded as suggestive.

Techndﬁogy of the Job Task ) >

—The job task technology which most favors the use of part time employment

. is discrete job tasks. Those “technologies which discourage’ its use are contin-

uous process operatigns and supervisory responsibility. Several other technolo-
gies previously thoudqt ill-suited to part time employment, such as teamwork
and heavy supervisory \upport, are in fact not incompatible. '

Three job task techndNogies occur in most of the part time jobs studied:
_the work is routine and repedibive (items 1 and 2 in Table 24 below), teamwork
and help Mdhm co-workers is required (items 3 and 4), and job tasks are dis-
crete (item 5). Routine and repetitive work and discrete job tasks are expect-
ed job tecﬁnoldgies for part time employment, but teamwork and co-worker help
are not. Nevertheless, they are very often present in part time employment.
/The meaning given to teamwork by employers\is quite broad, however, and not
restricted to mean_literally a work group}. Extensive supervisory support and
guiddnce is required in part time jobs over half the time'(items 6 and 8), and ~
over half of all part time jobs require ‘problem solving, albeit with clear cut
answers (items 9 and 10). ‘

& L J

All these job technologieé, with one exception, are also found among com-
parable full time jobs in.similar occupations, and so they do not digtinguish
part time from full time employment. However, discrete job tasks are found
significantly more often in part time than in comparable full time jobs, and
may therefore help explain the ude or non-use of part time employment’

Continuous process work technology is- found in half of all the-part tdime
jobs studied; this casts doubt on the belief that the two are incompatible.
Yet continuous process job _technology is significantly less frequent among part
time than among full time jobs at similar occupational levels, and thus it

»

Job technologies which are usuaily not found in\bqrt time work areipolicy
making responsibility, uncertqinty about how to do the job," and supervisery )
responsibility (items 23, 22, and 21 in Table 24). Likewise, the former . two
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’ Table 24. Job Technologies of Part Time and Full Time Jobs in Similar Occupations -
. . Percent of Percent of Full
X Job Techm®logy ‘ © All Part  Time Jobs in Sim-
?ime Jobs ilar Occupation
i 1. The work can be broken down into routine steps. 86 80
2. The work is repetitive. ’ v 82 85
. "+ 3. Workers cannot easily- complete their tasks without .79 80
- help. from their co-workers. - . ‘ —
4.7 Teamwork ;S.used. . ] - m ' 84
‘5. Job tasks dre discrete. . . 74 b 55 °
6. Workers cannot easily complete their tasks without 72 73.
- guidance or direction from supervisors.
.7. . More than one worker works on a given task from 64 ‘ ) 40
»  heginning to end. ) .
8. Extensive supervisopy support is required. 56“-[; 45
- 9. pProblem solving is required. °~ - . 56 . 50 .
10. Problems with clear-cut methods of warking but 55 \ 67
. answers are frequently solved. ' -t ' 1
11. The work is continuous pro®ess.* . \ 54 79
‘1p. company-paid training is required. , 46 . 50 -
13. Workers must frequently communicate.with others 45 47
to complete their tasks. : . ] .
i 14. The job involves mental or physical stress. 44 © 35
15., Extensive internal communication is réquired. Q41 . " 60
16. The image of the' job or worker is important. , 36 7 50 :
17. Superyisors must wath even the best employees do 35 33
) 4 tHeir work to ensure the work goes smoothly. L’
18. Extensive external communichtion is required. b33 -
) 19. Workers are isolated so that communication is ¢ 28 47
. * limited. : ]
20. The work i8 dirty. ) ’ 23 30
21. The job includes gupervisory responsibility.* he - 55
22. There is uncertainty about how to do the job. 11 ‘ 10+ '
23. ' The job includes policy making responsibility. + 10 20 -
. ’ Notes: The source is work unit supervisors (n.= 39 for users (Column 1);
n = 29 for non-users (Column 2)).- . -
* indicates the 'difference between part time and full time jobs is statistically
significant at a < .10 according to a chi square test. ,' )
) 4. . ) ’ .
. . ’{ A
job technologies are seldom found@ in comparable full time jobs; they are ngt char-
acteristic of jobs .in'the clerical, operative, and laborer occupational groups o
| which were studied, and have little to-do with the choice of part time or full
. time staffing in these pccup&tipns. Superviso “responsibility, on thé other
. hend, is found in over ‘half the full time jobs in these occupations, and thus

distinguishes part time from full time employment.

- »
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All other. job technologies are found in part time jobs with moderate
LT frequencieé. Training and extensjive internal communication, previously thought
to be inappropriate for part-time employment, are found in 46 percent and 41
percent of the tases, respectively. These frequencies are somewhat lower than
for full time jébs, but- not significantly so. Part time jobs in the sample were
characterized by stress 44 percent of the time, which is not much more frequent
than full' time job’s. , ) .

)
-

Another technology c1a551f1cat1on scheme (Thompson, 1967) which
reinforces theSe results shows that of: -all part time jobs studied, over half
" are long-linked (typical mass production assembly operations where part A has
~ to be finished beford part B Gah begin), a third are mediating (linking of
" cistomers and employees to accomplish a fairly standprdized offeration such-
as bank tellers, sales people, telephone operators), and only 10 percent are
intensive technologies (applying a variety of techniques to complex problems,
as in professional or managerial work). Although they are not identical con-
p cepts, the ftrequerfcy.of the long-linked technology-'and continuous procesas
york previously reported is'nearly the same.for part time jobs.

Table 25. Technology of Part Time Jobs

4.
i L ‘ ! Percent of All

Technology : Part Time Jobs -

: ’ o A

-~ Long linked (mass production assembly operation) ) 55 : ]

Mediating (1inking customers and employees) N 35

o Intensive (complex problem .solving) ; _10-

Total . ) » ¥ 100

o .

o

Notes: The soyrce is work unit supervisors in 29 companies. See
- for further, explanatlon of these technologies qand their definitions summarized
above.

-

Work Unit Technology .

.

Cyclical demand for the output of the work unit favors the use of part
. time emplogment.' . !

v
&

One work unit technology--cyclical demand for output--is usually ptesent
«when there aregpart time employees. This supports the belief that using part
time workers enables a better fit between the size of the work #force and the
amount of work to be done. However, many non-user work units also hawe\fyclical

L demand, so that itodoeS'not compel, the use of part time employment.
o o A non-standard size of work load (meaning that the work to be done41n the
s  Jobis usually less than or more than an elght hour a day or 40 hour a week job)

is reported by just fewer than half the employers who use part t¥me workers.

_But it is reported significantly less often,by non-users, and thus it is a work /

unit technology which distinguishes users from non-users. It is further ewvidence

that part time employment alds in fitting the work force to thp size of the work
. load. ‘

<




Extended hours of operat:,on, thought .to beg/spéc/lal oprlate for part
time employment, occur: in just over a th1rd fthe work unj.t msample
which use part time workers. While t.hlS a surprisingly small n it may
be due to the exc1u51on af enterpris 41 the retail sales 'indust;ry and thus not
representative (see Table 26).. . . o =~
. ' " ‘a b4 \ -
Other work unit technologles which were measured include complex scheduling.
special progects, and rapid change in the work unit. Complex scheﬂulinq refers
" to production and labor sche’dulmg in which the codrdination “of wc;rkers, machines,
and raw’ materials is d1ff1cu1t( as in some fahrication.or assembly work. Special
projects refers not to temporary -agsignments but rather td a usual wgrk actw‘ity
which consists of a flow of .projects which differ from each other,, such as a'
succession of government contracts. Rapid change.in Qhe work unit refers- to
either changes in production processes or to changes in personnel or orgafiiza- (
tional structure, as might be true in sc1entif1c or fast growing companles.
v .
) .These work unit technologies may either favor or hinder part time employ~ ., *
- ment. The flexibility and fine tuning which part time employment provides might
make comp}ex scheduling eaSier, but the availability of, part time workers Qsince
many are students or housew:.ves) t® fit.into ecific labor timé schedules may
prevent their yse. The same flexlblllty may é‘ljso endouragé part time employnﬁnt
when work units have spec1a1 projects, but on the other-hand special projegts
may require_ frequent training which discourages part t e employment. Rapid - -~.
changes may ;be conducive to part timé emplqQyment, espegally at high Jocc tlo‘al
‘levals, because of enhanced cross-fertlhzat:.pn of ideas stemming from a Jlarger
and more mve§e collection of eméloyees. But unsfable orgam.zatxog Yy avo;.d
part time employees if they are léss well socq.allzea into’ the organfzation “ana '
hence Mwe less predictable or trustworthy behav1or, wh1ch is critical whett

férmal st?utihr\jare changeable. ) v

Both complex schedules and special projects re characteristic of more -
than Half the work units with part tIme workers,thlle ¥apid change applies to
a_third.. None oceurs with si n1f1cant1y different frequenc:.es among nofi-user
work umits, and thus t@essagk unit technolcgies do not explain the use or

non-use of part time employmen.:: L ew

“ -

N | L

",[’able 26 Technology of the Work Unit in Work Um.bs Using iﬁ Not Usmg
Part Time Enzgroyees . .

~ ~——

“Percent 3 Al “percent of 'All

‘Technclo
Y User Work Unit Non-User Work Units

rd

{0 ' ) . . S

Cycl:.cal demand for output of the unit R EY 65-
Complex scheduling of work gr workers ‘ 59 o 45
Special projects are undertaken , .55 . 40
.Sige of work ldad is not stand&.rd full time* 43 11
'Extended hours of operatlon of work unit .37 - 20
"'Rapid. change in_wogk tm:.t § 4 ; 35 . 40

Notes: The source is-work unit supervisers in 39 usep~and 20 non-user compa,nies.
“*indicates a statistically significant difference between users and noh-users
at @, <.10 according to a chi ~sqdare test. , Ve
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b Why is Part Time Employment Used or Not Used?

~n - e .
based on work technology are frequent explanations which " -
emplpyefs offer for their use of “part time émployment. Usade permits a betser
fit betkeen) the size of the 1a9o.r input and the size of the work‘load and solves ¢

4

scheduling problems. . \

— ] P - - 4:. - 3
The opendénded responses of employers to an fnitial question on why they

use or dd not use part time employment are overwhelmingly .cast-in terms of work®
technology. Mostsemployers (85 percert) use part time employment in part
cause it permits them to solve a gcheduling problem by better fitting the
of theiy labor input to the size of their work load. These gituations are .
Justrated®™y cyclical demand, complex scheduling, non-standard size of ‘work, load, -
nd extended ‘Ig'onrs of operation. = N

3

3
- I

. ¥

The second major reason which ‘employers offer for their usé of part time em -
ployment-is that it permits Iabor compensation costs to be minimized, either.via
smaller totdl base wages,‘ less overtime, or smalker fringe benef'it‘ paymepts. Al-
the employers offered at least one of these reasons, no single ‘oné
ffered by more than a quarter of all employers. Of course, labor
ts may be reduced by accomplighingg a better fit between the size L.
and the size of the abor input. ' But émployers are less likely
~of labof cost savings thah they are ‘to think directly -in terms

¢ '\ q 4 - a d ) ‘
\ Labor & Yy conditions--eit that part time workers were abundantly avail-

. able 4r that full time workers were hard to get--were occasionally important.~
(;I( the. #verage, about two separate reasons were offsred for .using part time em-
‘ 1
y

»

oyment. The opinions of work unit supervisors correspond very closely with
those:-of employment..%perts. (see Table 27). ’ ’
. P

‘Among non-users the "no perceived need" response ich occurred 54 percent .
.Of the time is perhaps tied to the absence of work tec&ogies’ which give rise
t¢ scheduling problems. Non-users queried in this’ study™have ndt so much decid- f
_ed against'part, time employinen:: as they have never felt any compellingyneed'to -
try it. ' . ' g o

* ’

Jobs Not Suited to Parts Time Employment . -

-

. ) ' .
Most employers believe management .and supervisory jobs are not suited
to part time employment due mainly to job requirements such as «continuity
'and continuous availability. _ oL :

-
o

The relationship betwe‘en work technology-and ‘the use of fpart timeé employ-
ment--heavy in some ogcupations dnd very light in others--may be a supply side
_ phenomenon (the lorkers are not available for certain jobs) br a demand'side -
phenomenon !(employers do not want part time workei‘s\i‘n certain jobs). “In the * -
pafticylar dase of managers and administrators, very few of whom are part time °
. employees, the evidence is that it is a de’mand side phenomerton depepdent on

the technology of the 'job task,
AR : . T

-~ 'n‘
' 'Y - -
. »
. . R [ -, ewel

when widegpread labor shortages motigated a rapid increase in part time emplo
) N ) .

>

. N - M - y ” :é\ ’
3This finding is ‘quite different from the Europgan' é‘}gperience' of the ¥ y( -
nt. .

S LN
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' Tib;e 27. Reasons Why Part Time Empioyment Is, Used or Not Used -
« O .

°© . ] ]

,Reason ‘ Percént of Employers
> .

L] o
-

Users

Fit ldbor force to Wwork load .

‘Reduce total laber ®ompensation tosts
Minimize total base wages ° -
Reduce overtime wages

‘Reduce fringe benefit costs )

Labor supply--many part time or few
full time workers

Avoid personnédl ceil?hgs

Non-Users Y\ .

No percelved- need’

Labor union influence, ‘

Labor supply--hard to get part time

Work load or scheduling does not fit

with part time : "

‘Other” . A .

e ‘ TOTAL . . - % . 100

~ . . rn . - o

-~ source: Open%ende& questions asked of employment experts in 42 users

. andJ;G(non’?sgf ?émpénlﬁs' ‘ ' .
A large mafpgity of employment experts--about ‘82 percent overall (both
users and non-users)-*agree that there are some jobg in thei;ﬂgoﬁpany which they )
would be reluctant to offer.on a part time basis. (this confi earlier findings;.
. -e.d., ILO 1963, Klein 1965, Hallhire 1968). A majority also agree that managers
and supa;viséis’are jobs that fall in that udnsuited category. . ever, fewer
woll énit supervisors--55 pggcent--judge part time employment Ainsuited to man-=.
ad®mént jobs than do compan employmentaedperts. . :
3 S . . N L - )

v « - . ’ «
.

s

Ve

- [

.
~

N - < - : . “_'
«. The Effects of Work Technology-on the Benefits
. .’ and Cogts-of Part Time Employment . ,
s . 7 - . .

3 ' ‘.

- ¢

N ’

Do. jop and work unit technelogies affect emplo;!!!' experiences with part.
time employment? Do they alter the benefit and costs of using part time work-
ers? THest duestjons.are explored-by analyzing thq\frqqpency of bgtter vs.
worsésexpefieﬁbég for part time, compared to full time workers in the presence

" and, in the" absence of-each relevant job and work unit technology. Beqéuéé the
sample size is small, only simple associations can’be suggésfed.‘
) ' ' . X

. re 4 ’
!
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*

- . ‘ ! *
" Effects on Job Performénce .. . o :
. L - ' - L N : ¢
‘ Job performahce outcomes of part time eﬁblogﬁent may- be affected by sev-
eral work technologiese Discrete tasks and cyclical demand may beg associated
with especiaglg‘favorap;e experiences,’while ¢ontinueus process operations may
-be asspciated with some worsened resultg' ' - - -
' - . ° T . ”. ;
. . Productivity. The productivity'd?fﬁhrt.time.compared fo full time workers ®

.may be improved in the presgnce of both ‘the major work technologies--discrete

" job tasks and cyclical demand fsr‘output-fyhéch’favor the use of part time em-’

ployment. Productivity may also be enhancéd in jobs which, have high stress,

as' is expected. due to shorter working pe;kods-of part time.workers, ‘and in jobs
which have high imtesnal ang-éxternal. communicateons. requirements, which is not
expected. - . P ¢ . :

)

Continuous prgbess operations- may be'dahagidg to the prodﬁctivity of part .,

time workers, thus adding to the discouraging_effiect which this®work technology

1]

'y found when teamwork.-is required; although teamwork 1is often,'a part of.,'py:f_-tin&e ‘s _
o P

jobs,‘it,may[ﬁave some adverse effects 6h-jgb perﬁormance.% o

%

o + Some work, technologies are predicied to.have mixed effects on p;::oductlvity,*t
and the results peAr out-the predictions. For example, jobs'whichﬁ;eqquewtnaiQr

ing will make the productivity of part fime workers either equdl to that of fUiIf“ f“f

* time workers if the training is actually provided, br worse, if it is not pro-

vided. Work units with complex scheduling experience improved produét;yiﬁgf -

- ‘from part time“workers if they facilitate scheduling problem, or worsened'  ”
.productivity if matching their schediles to the york &chedule ¥ aqifficult ° -

L4 -, \

(see Chart e)-.

a

ol

-
. .

Turnover and Absenteeism. The._ absenteeism Qf paxi time°§gqpared to full*
time workers may be improved when their-jobs are characterfzed by s;ress;(whibh
is more bearable in short doses)- and by teamwork (which may produce a feeling ™\
of belonging which is often lacking in partatime workers, and which may make

‘ absenteéism more damaging). Turnover.is 1Mewise relatively improved-in stress-
ful jobs. ' . ) . ’

< . . »

Turnover of part time workers is less often worse than, and more often
equal-to, that of full time workers when” their jobs require company-provided
training. When training is provided,’both worker and employer need time to re-
cover the training invéstmentﬁ giving an incentive to temain with the company. -

* ' . ) . .
*pPromotability, Loyalty, ‘and Cq-Worker Relationships. The prggotahility_

. (competence and willingness to take responsibility) of part time,employees and
their loyalty may be both more highly rated whén their jobs have ‘discrefe tasks,
and when there.is cyclical demand f&r output.’ This adds to the list of favor-

"able economic outcomes associated wjth these two key work techriologies ., In ad-
‘dition, promotability may he impro¥ed when there is teamwoxk,‘ﬁhen'imqge is im-
portan;, 'when extensive supervisory support is reguired, when-there is rapid
change in personnel, production methods, or organization btrqcture, and when_

there are spegial 'projects. . In eagh-of these technologies the part time emp}py;"

ee-is more likely to be noticed and tréated as a regular employee. On the * -

has on part -time employment. .Negative productivity consequences may also be . ., .

+

other hand, promotability may be woréenedfwhgn there are continuous ¥Eoce§q 1
operations. ' . oy .
- T8 * 7 . T
y : , ] C R 5
. 63 '7(\' . . N
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Chart 6_ bﬂvc(%’i Job and Wyrk unit ‘!‘echnhlogies on Job Pqt!onﬂance Exp@t;encel
with Part Timo meloymcnt “
. o . o
Experience and . Direction of Lffect Quantatative Effect: Frequency of Better and Worse .
+ Technology Predidted Actual Experiences When Technology. is Rresent vs. Absent r,
i ; 3 - 0 = .

froamseavity . S . .

Discreto tasks Better | Botter Better iy 29 vs. 20 percent; worde pot affucted.

stress Better - Dettér , Botter Lo 3) va. 1B percent; Worsq ndt affectad.

Teaswork . Worse ‘Worse Bottec is 22 vs. 29 percent; Worse is 17 va. 07 percent.

Continuous Worde Worse Better is 19 vs. 3] percant; Worse not affected.
process . N ~
Internal - Worse Better Better is 31 vs. 22 percent; Worse not affected.
Communication - . :

External , Worse Better Better is 39 vs. 19 percert: Worse not, affected. * ,';
Communication * . > 8

Training Equal or Eqdal or £qual or Worse is 83 vs. 67 perceat.
required Worse Worse o \ ‘ -

Cyclical demand Better Better Better 1s 31 vs. 22 percent; Worse is 6 vs. 17 percent.
Non-standard Better None Better, Worse not affecr.~d.
size of job . N . ) " )
xtended hours Better Mixed Better is 36 vs. 21 percent; but Worse is 21 vs. 8 percent,
Tomplex Either Either  Better is 30 vs. 19 percent; Worse is 22 vs. 0 percent.
scheduling o * s T -

Rapid chaﬂge Eitrnt‘ Either - Better 138 )9 vs. 17 percent; Worse is 15 vs. 12 peccent.

- - ’ g ' . '
Tuzpover

Stress ‘Batter - Netter Better is 24 18 . Ho A ) - !
d ' r is vs. parcent: ‘Worse not affected.

Teamwork Batter ; Mixed Better 15 13 vs. 29 percent; but Worsk is 35 vs, " 43 percent

Training Equal or Mixed Equalyis 81 vs. 18 % percent; but Worse is 28 vs. 43" percent.
requized \.\ Worse .o 2' .

t N . . . . .

Absentoa:n B R
Stress ‘Better Better Better 1s 53°vs. 36 percent; Worse is 12 vs.. 32 percent.

‘Teamwork Be' ter ' “Better’  Bettel 1s 52 vs. 29 percent:; Worse 12 13 vs. 36 percent.

. .

profotthilisy, Comratenca, Pagnrn~eiblifty -~ ) : -

Treamicrk . Bettar setter Batter 5 18 vs. O pergent, Worse is ot affected.

Image .s Better ° petter ,Better nat Jffected, Worse‘is 15 vsT 32 percegt?
important ‘ . , ' RN . ) -
Training Equal or 3evedf Bettes 1s 17.vs. S percent; Worse 1s 22 vs. 30 percent.,
raquizeld vorse . ’ R - ’
Spec.al Betker Beyter® Settgsis JI v3. O pet-;nt: Wozse is 24 vsy 31 percent.
graye? . . .
st-:«::e tesxs‘ . wone Better Batter nct affected; Worse is 19 vs. SO percent.
Supervispry . _(ore Bettor Better is 18 vs. O petcen}: Worse is 18:V¥s. 38 percent.
Sup;:r_‘){’: e - B — o ! *
Continucus - Noné' ’ Yorme | BEETAr ¥ -5 vs. 18 perzent, Wozse 1s 3% vé. 12 percent. :
prOcEas - . . N . "
Rapid change ,* None “ °  Better Better uis 31 ys. 0 poz.:'ent: Morse %as 15 5_pertent. .

. . . - , . . N

Loyaity PO . i . . .o ]

+ Teargork * .+ Better Better Better not affocted;.Worse is 35 was 79 percent.

'}ntcrnal- . , Better Better Bottaer noy affccted, Worse is 43 vs, 52 percdent.
‘Communicaticn - . P
Trazning Ejual or ' lone Bett? dot affdcted; Worse hot affected.. . L
required Worse » * s
Discrete 'tasks  None Better Better not affected: Worse is 43 us. 70 percent.

Stress Hane Better *Better not affected: Worsc 1is 35 vs. 59 percent. )
cyclidal. dem#nd iione Begtelt Better not affected; dAarse is 31 vs. 61 percent. ¢
Non-standard KNene *i Worse Better not affected; Worse 1s-63‘ vE. 33 percent. ~ ,

“§ize of jub - ' ' . . '

. . . . . s .. » s .

-cm \‘_r___LPP Ja_q__.._.’ bl Nl ! ‘ o - e .' il ‘u L ‘\ -" l Af o
Tearmork | Brtter T2 ‘None Better nnt. atfqcted; Worse not’ affected. o .
Inu:rnal . Bextex lone Bcttet “not affected; Worse not af!ectcd. ° ..
(.cmnunxcatzon . ' R -

Note": Some job tc'~f'r.noloq1.¢sr are not analyzed duf -3 few ubet! to which théy apply i(Sypervisory bc

pPolicy "aking Pecponsibility and tncerta cy) or do not'apply: (Pnpetxtwe Tasks). The ta aspurce

is ff) work unlt SU.Lrv130r3 in user companies., Differences arc suqqcstxve onl/ and not gtatistu-
cally sigrifizant. ' o e . ‘8 i )
. : 2 64 - P . .
- ’ , . '
* \ . Fy - ] ~
. . - J h ' .
. ¢ . -
. » R .
I~ - ] ' (‘ . . - K
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Loyali:)! of part timg wqrkers is also favored by’ teamwork ip-jobs, and by
. ' extensive internal communications requirements. Each of these "technologles in-
" creases interaction, provides, more informatjon, and may reduce alienation. No

' work technology yitlds any measurable -effect on the co-worker relationships of
part time compared to” f#11 time workers, = ) - _ - . .
. . e e e . . . : . " /‘
Effects on Personnel Adm:.nxstra&:.on » : e . . . . /

\ . . R v ¢ N,

" The pres'ence of some work techz;:ologies may worsen some personnel administra- ,
_tipon experiences for part time employment, particularly availability,®recruiting, -
~and training. . : . ‘

A ,

I
\
N

. . , . A . . ql
) Availability and Promoetion. Some kinds of jobs may make the availability
and recruiting of part time workers more difficult. , They are stressful jobs
= and jobs req"ring"a high .level of supervisor§ support. Since these jobs would
normally occurg higher ogcupational levels, this'may &ndicate- relatively less
a

. !

abundance of p time Qmployees at those 1 s and that ;here is a supply-
- gide constr#§nt. TRecruiting may also-be mo yffic when the work unit has
complex scheduling, perhaps because -applicants' personal schedules must be mesh-
'ed" with production schedules. ) Cor N . § X R

y T - K
Although’ jobs requiring training might e expected to proyide employment
incentives, no recruiting advantage is noted; however, availability is ;i)'r‘Lc;eas‘éd.
. Simjilarly, "extended hours of operation might bé predict®d to 'favor the recruit-
: irg of part time people compared to full time people since mahy of them are stu-
dents, o& housewives who may be more amenable to evening or weekend hours. How-*.

éver, this effect 1s not observed. On the other hand, ciclical-de 4 is asso- g
.ciated with wor recruiti experiences. . ’ S ' .
? te ‘( h worse rec r}g §->e iences ‘ pS

0 <

- , g . . .

, ‘ Training. Training efforts or costs for part time workers'may be worse
whqp.pheir jobs require ;ra%nihg, since more tradning is then provided (if there ' .

*, are more employees), and since the training investment, is recovered less gquick*
ly for part time workers. Work unit technologies which are likely to call forth
oxtra training and thus be associated with higher traiming costs axe ‘teamwork
(where woxrking together necessitates some training), stress (associated with
high level jobs), problem-solving (where "techniques must be ‘Eiined), and rapid
¢hange (where new productlon processes reguire frequent retrain ngi. Overall,.
these results suggest that tralfing costs aré high for- part. time 'employment in

. some' jobs and work settings but not in others.
L] .

(. . Recordkeeping. Only one work technology--rapid chfnge in préduction pro-
».'_ cessas, personnel, or organizational structure--affects’ recordkeeping. Such
changes might require lew ds or recordkeeping systems. to be instituted:
Thig works to the-disadvant art time employment if manual or unusual. ¢

records are-kept for those W& ers. ‘ . . e
. . ) , 4 4 b 1N : o » - ] )
\b& w?ge,@sts and Fringe Benefits. Wage costs, as egg)ect’:ei, are not af'fet;ted
any work technology=~ Larger fringe benefit savi'ﬁgs may be assoeiated (per— . .

* 1 -haps j.ndir‘e‘ct'ly) with the absence ¢f t*aining requirements. Perhaps it ‘ist
.lower. level~johs which are both less likqly to require training ,ané ,less likely
to receive fringe .benefl_ts,. The presence of complex scheduling is associ%ted,.’
with moge costly frimge benefit experiences, for reasons which are-unclear '
(see. Chart 7)- ‘ n . R .. .
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Chart'7. Effects of Job and Work Unit Technology on Personnel Administration’
Experignces with Part Time Employment . .

:

_Bxpérience and Direction of Effect Quantifative Effect: Frequency of Better arnd Worse
Technology Predicted ©! Actual Experiences When Technol is Present vs. Absent

v
Availability .- : : . o
“Praining required =  Better Better Batter is. 33 vs. 15 percent; Worse not affected.

Extended hours Better Worse Better—is 18 vs. 26 pex;ccnp Worse is 46 vs. 30 percent.
Stress None . Better is G gs. 38, gtcent; Worse s is 53° ve:' 19 percent.
Supervisory support None ) Bettcr ;1 vé . 38, pw ﬁom is 41'vs. 25 percant.

Recruiting .o ' . - - T '
Training required ter o .'is not affected; wors'e not atfoer,ed. .
Extended hours L :iter 16 Better not affected; )loru
Complex scheduling- Wdrse Worse  Better is 14 vs. 21¢ perqm llexpc 11 38 vs. 14 peccent .
. Stress None -~ Worse  Better is 7 vs. 25 pe vs. 15 percent.
Supervisory suppor’c None * Worse  Better is % vs. % pe : Worse is 33 vs. 2} percent.
Cyclical degand None WO:'u { Better is O-'ve., 30 pezcenT Worse is 40 vs. 20 percent.
linin N . . n
raining required - ,Worse Better is 17.vs. 24 percert; Worse is 286 W 23 percent.
T rk . i Better is 13 vs. 36 percent; Worse is 30 ys. 21 percent.
. Stress ; ™ .  Better is 0 vs. 36 percent; wqrse is 47 vs. 9 percent.
P:oblm-solv.mg : Better is 18 vs.» 24 eut; Worse is 32 vs. 18 percent.
" Rapid change N . * Better is 13 vs. 25 pe ent; Worse is 33 vs. 21 percent.
-Special projects o Better is 29 vs. 12 percent; Worse is 19 vs. 35 percent.

. . - . * .
"Record Keeping ‘ - . -
Rapid chhnge © 'Worse, 3 Better*pot affected; Worse is 46 vs. 2] percent.

.

A Wages ' = ‘ S, o
‘rzaiaing required Equa) or . Better not affected; Worse not affected.
R . Worse SN )
[ Xod . ) . ’ ~— P N
» = Fringe Benefits - T . . Co .
-~ Trajning required - None Better is 50 vs. B0 pefcent; Worse is 13 vs. 5 percent.
Complex scheduling  None ) Better is 52 vs. 87 percent: Worse is 14 vs. 0 percent.

»
-

Notes: See Chart, 8.
&

‘ -‘Effeg:t.s -on WO'rk'Ma.naqement

. PN

.
— o . N -

Several work technolbg;es may ‘affect’ employers syperv.lsion‘ overt.zme, ard
equ.leent -a“nd fac.lil.ltz,es expenences w.tth part’ tJ.me employment .
s . 'Sgggrvlsmn. Superusion experlences with part time employiment may be'
, made worse by jobs which require extensive commﬁ,catxon- and which are prob-
., lem »solving jobs, and irr work units which have complex scheduling and special’
projects. All of these wotk tecﬁnoloqr:fao/are likely to require additional
i\t

‘supervisory attention in order to fac ate wdrk flow and to assist workers

e

A
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to d their jobs. Although discrete tasks in part time jobs might bé expected
~_ to ease supervision since such jobs are more self-contained, this result-is not
* observed. Cyclical demand, however, may reduce the incidence of uhtavorable
supervision experiences with part time employment. . -

Overtime.“ Two work unit technologies—-cycllcal demand and extended hours
+ =-may .enable greater overtme savings for part ti:{:e employment because in each
.case part time employment is an alternative to scheduling overtime for full
time workers. A non-standard.size of work load was not associated with over-
time savings, perhaps because a smaller rather than larger size of work load
was the rule in xhls sample.

-

Equipment and Facilities. The ability to manage equipmefit and facilities
may be improved by the use of part time employment when there complex sched-
uling or extended hours. Existing facilities may be more efficiently utilized
or. used to greater capacity in these cases. But no such effect is reported for

‘\pycllcal demand. Teamwork, on the other hand, may aggravate equipment problems,
perhaps because sev@ral people working together may require additional fac11ities
(see Chart 8). . ) . .

. . .
Chart .8 Effects of -Job and Wozk Unit Technology on Work Management
!xper:[encee with Part Time Employment

Directigp of 'Effect Quantitative Effect: Freqiency of Better and Worse -
Predicte Actual Experiences When Technology is Present vs. Absent
“Supsrvision , ) B
“Supervisory support  Worse . Worse Better not affected: Worse
Internal . . Worse Worse Better not affected; Worse
. communigcation o v
External .
compunication
Problem soiving

Experience and
Technology ~

47 percent‘.
39 percent.

is
is

50 vs.
63 vs.

Worse Worse Better.not aftectem is 62 vs. 42 percent.

ugrse

Worse wWorse Betteér not affe&.edx—\ﬂo'rse is 64 vs. 29 percent.

CO-plex scheduling Worse
Worse

Better,

Worse

Worse

None

Better not
Better not

affected:;
affected:
affected:;

Worse
Worse

is
is

57 vs.
57 vs.

38 percent.
41 percent.

not affected.

Special projects
Discrete tasks b
: Qvertine , ) . - ",

Cyclical demand
]
Cyclical démand . : - Bet Better Better is 80 vs. 61 percent;
Extended hours i Better ' Better Better is 91 ‘vs. 59 percent; Worse not affected.
Non'-standard size { Better Worse Better is 56 vs. 75 percent; Worse not affected.
of Job ' - * . .. Lo
. . ) ‘. ) ) ¥
Mnt afp Facilities . Y : ) ‘.
Cyzlical demand Batter _None Better not’affected;/ Worse not affected.
Complex ‘scheduling Better ° Better Better is 23 vs. 13 percent; Worse is 18 vs. 25 perceﬂt
Extended hours - » Better Better Better is 30 vs. 14’ percent; ¢forse is 10 vs. 25 percent.
Teamwork Worse Worse Better is 14 vs. 29 percent; Worse is 27 vs. .7 percent.

. -
’ ’ -

Better not
Better not

Worse

, None Better affected: worselis 3l.vs. 61 percent.

. .
)

Worse not affected.

S

Hotes: See Chart 6.
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time workers.

-~ i
‘ Applicable According to \
. Item * Users .+ Non-Users
- " Work Unit Employment Work Unit  Employment
’ Supervisors  Experts Supervisors Experts
Managers' attitudes toward 54 46 37 © 42
part time @mployment o . .

1. . . .
Macxgeconomic fluctuations 50 . 66 . 58 s 54
Equal employment opportu- 34 ) 37 40 43
" hity pressure ~ ' )

4
Workers' attitudes toward 24 - 36 1 7
part time-employment
" Labor union attitude* Co19 18 50 50
Community pressure on 17 26 17 25

AN ' ‘ o
L}
D. Extné\al Forcés and Internal Pressures .
. : \ (RN -
3
Negativé labor union attitudes prevent many employers from min% part
‘ - . .

0
h .

A variety of.forces outside the firm may affect degisions to use part
time employment, and there may be internally generated pressures which are .
felt as well. However,-employérs who use 'part time workers’ acknowledge only
two such forces to be of any consequence. RAbout half the users are influenced
by individual managers' attituges towdrd part time employment, and by suscep-
tibility to macro-economic fluctuations, or swings in the business cycie.
Neither equal employment -opportunity pressure nor. individual workers' ‘atti-
tudes nor community pressure.are present..or felt as impinging employment policy’ -
in more than a third &f the cases at most. Most users'of part time workers do
not have labor unions in work units which employ part time workers, 8o union
influence is small. Hcwever, labor union i’.nfluence is among the most frequent-
ly reported external influences among non-lsegs; thus labor unions are perceiv-
ed to be a barrier to part time employment; since union influence is almost al-
ways reported to be negative (see Table 28). \ ’

*

) . .

Table 28. External Influences and Internal Pressures Affecting Users and
Non-Users of Part Time Employment {percent of all responses)

employment policy . )
, ) - » . ! . »

?ource ;. Wqrk unit supervisors and employment experts in 39 companies .

Y

' l‘, *'s gtatistically significant di fference iaetween}:sers and non-users s

at a-< .03 level. s . .
. \
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In many unionized firms, the use of part time employment would be economi -
cally costly sinee collective bargaining agreements usually require payment of
full time wages even when an employee is-'scheduled for less than normal hours.
Trade unionists claim this provision is necessary to protect .workers from being
called in for only a few hours of work per day.

In addition, some unions disapprove gf part time employment on the grounds
that it takes jobs away from people who need full time employment.4 Union lead-
ers fear that management,, given the opportunity, would use part time labor in

‘ piace‘bf full time labor because it is cheaper. Since the qual Pay Act does
not now cover part time workers, it is legal to pay lower wages to part time
‘employees than to full time employees who perform idedfical work. Similarly

" there is no Federal requirement that part time employees receive fringe benefitsg.

As a re;ult, few part time workers are union represented. wWhen ‘they are,
,they usually receive higher wages and better fringe beBfits than do their non-
union counterparts. For example, part time clerks represented by the Retail
,Clerks Ipternatibnal Association enjoy a wage-benefit package which compares
,‘favorably with that receiyed by full time members.? A few Communicatigns Work-
"ers of America (CNA) members work as part time #gelephone operators. However,
~this is an exception made in response to.a particular demand for evening tele-
phone service in college communities. Recently part time recreation workers
in Torrance, California, formed their own American Federation 6f—S€ate, county
and Municipal Employees Local 495 and subsequently won free uniforms, a griev-
ance procedure, and a small raise.® . ) )
V
An innovative step was taken by the' Retail Clerks in 1976 when it adopted
an international policy of décelerating employment for people near retirement
age. Thus locals who choose to may bargain for shorter hours for members who
are approaching mandatory retirement age. The objective is to accustom the em-
ployee both tg a reduced work load, and to an income which can be reduced grad-
ually to the %%vel of anticipated pension plus Social Security benefits. The
gréatest obstacle 1s that pension benefits are usually based on an employee's
earnings at time of retirement. Workers who voluntarily reduce the number of
hoursh they work consequently suffer a loss in pension benefits.”

-

4ponald wackett, Assistant Director - Fringe Benefits, Retail Clerks Inter-
national Assoclation. Remarks at a National Conference on Alternative Work
Schedules, Chicago, April 21-22, 1977.

Spatsy L. Fryman, Assistant to the President, Communications Workers of
America. Remarks at a NationalyConference on Alternative Work Schedules,
Chicago, April 21-22, 1977. :

-.

6Rroxanne Arnold, "Pdrt-timers Form Union," The Daily'Bréeze, Torrance, Calif.,
March 6, 1977, p. Al2. _ ( :

‘ |

7TRronald Wacgett. Remarks.




h]
E. Summary of Findings

] -Most job and work unit technologies are ,not compelling in their effects
bn the experiences of e@ployero with part-time,workers. However, there are
two work technologies which clearly favor the use of part time employment:
_ discrete job tasks and cyclical demand for the work unit's output. Both these
’ technologies are. present in three-quarters of all the part time -jobs studied,
both are present substantially less often in occupationally similar full time
‘jobs in the same work units, and both have predominantly positive effects ort
enployers’ experiences with part time workers, including productivity.

— » .

In addition, a non-standard size of work load is found significantly more
.often in part time than in full time employment, but that frequency is still,
less than half, and there are no improvements in experiences under this tech-
nology. One work technology which is often claimed to be especially suitable
for part’ time employment--repetitive tasks--is usually found in the part time
jobs studied, but is also found with equal frequency in comparable full:time
jobs, and so it does not distinguish between the two (no tests of its effect
on experiences &ould be made) .

Two work technolegies constrain the use of part time employment: contin-
wous process operations and supervisory responsibility.: Althouéh continuous
process operations are present in just over half the part time jobs studied,

v it is found significantly less often than in otherwise comparable full time
jobs and may have negative effects on productivity. Supervisory responsibili=-
ties are seldom found in the §art time jobs studied, but were present in over
half the otherwise comparable full time jobs (no tests of its effects on em~

. ployers' experiences could be made) . — )

Other work technologie§ previously thqught’hnsyited to part time employment
apparently do not constrain its use in fact? Teamwork requirements are present
in three-quarters of all part time jqbs studied and ve both some positiye and
negative effects on employers' experience HeaVy siiervisory support and
lem splving are also frequently required, although each has spome negative e
on experiences. Weither training requirements nor extensive communication re
quirements are cons;raints‘since they are both present nearly hmlf the timd,
about as often as in comparable full time jobs, and have positive ds well as
negative effects on employers' ‘experiences. _

Oon the other hand; some work uqitﬂtechnologiés previously thought egglci-
ally suited to part time employment may not,be so well suited in faot. High
. stress is present with only little more frequency in part time than in full
time jobs, and produces both'nggaeive and positive effects on, experiences.
- Extended hours of operation frequently did not characterize the work units
studied, and was associated with some negative as well as positive.effects
' on experiences. However, this result may be peculiar to the industries in-
, cluded in this study. Rapid change in productian processes, personhelu.or Sl
organizatianal structure 1s not usually a factor--it is infrequently found
' in any work unit, whether using part time workers or not, and has mixed ef-
fects on experiences. ' T .
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Chart 9. . Summary of Employerds' Experiences wWhich Are Affected by Key Job .
s . 'and Work Unit Technologies . ,
' 3 ] j Effect On pxporiancao
: Work Technology N Better Worse Ml xed .
Discrete tasks productivity ° -
Promotability
R Loyalty .
Teamwork Absenteeism Productivity , Turnover '
Promotability Training . :
- Loyalty Equipment
Supervisory support Promotability Availability .
! Recruiting
g Supervision ¢
Continuous process Productivity )
Promotability
Training required promotsbility | Training  Productivity
3 Availability Fringe Benefits Turnover .
" . . ’ ,wages .
. Stress productivity Availabiiity -
Turnover Recruiting ,
. Absenteeism Training o
- Loyalty *
) Inter=al communication Productivity Super;lision
! Loyalty
External communication productivity Supervision =
Cyclical demand Productivity Recruiting ’ —
g Loyalty . .
‘ - *Supervision
’ , ¢ Overtinme ' .
+ Problem-solving Supervision \ 1
- Training .
. : \ : '
Complex scheduling Equipment Recruiting Productivity
: Fringe Benefits :
. , Supervision
” . - - .
Special projects Promotability _Supervision
" B Training ‘
- 4 T . « . . - \
Non-standard size of .3ob Loyalty . s i
~ Overtime
Extended hours Overtige ' '+ __Availability Productivity
Bquipment R 4 ' . B
. - I ] N 4 7
Rapid change Promotability Training ° Productivity
, o * Record keeping .
[ 4 . R . .
0. gource: Charts 2, 3, and 4. n ‘ .

O

- ERIC

Aruitoxt provided by Eic:

-




4 - .
. ‘ ‘ t m - :
- ' . . ¢ .
/ * ) . - 'CHAPTE’R ‘{ ORG;J‘\N‘IZA'PIONAL CIgIMAT? S ,
] - . . . o . . ¢ < x
The third major hypothesis for explaining the use or non-use of per- e

manent part.time employment is that a combination qu-economic‘behav}orgl
characteristics, collectively called.organizational climate, affects the
part time employrknt decision. 'This hypothesis is new, since’ it is not men-
tioned in previqus published work, but instead arises from in-depth inter-

views with employment agencies, researchers, and otHer experts in the field. .
. . ; . *

.-

-

The concept of orqanizatiqnal climate as used in this study is quite
new and requires brief explanation. It has long beeri recognized that environ-
ment has a powerful influence oh,people'§ lives. This influence plays a cen-
tral role in all the major theonies. 6f humarr behavior. ' Much of the research
* on organizational behavior eof -the last fifty years has dealt 'with relation-
ships between the environment™ in orgahizations-and behavior. Most af this work, -
however, has studied organizational microvariables, or the parts ofi the or-, h
. ization. L -7 ) T, . ) ..,
In recent years there has been interest in a more molar view of organiza-
tional environmentsW The thesis is that single variables and even 'sets of
‘variables are too narrow to explain behavior in organizatiochs and thdt some-
- how the whole is more than and different from' the sum of its parts. This mo-
lar concept is termed "organizational climate." According to a leader in the
field it is "a relatively enduring quality of the internal environment of an
organization that is experienced by its members, influences’ their béhavior,
~ and can be described in terms,of atfribites of the ogqgnization."l It is" "a
molar synthetic concept" which is "the meaning of an .enduring situational
conf}guration."2 Note that organigitfonal climate has behavioral censeqhence33\> '
>."it acts upon attitudes’ expectatioms and states'of arousal which are deter-
“minants of behavior."3 In'this stugdy, attitude’s of manggers, bgth those atti-’
*  tudes toward wb;kers which are part of management style, and oth® social atti-
. tudes, are treatéd under the rubric of organizational cliffate, ' -

]
P

[} -

- - . . ~ -
’
. M ‘

.
° .t

A. Hzg%theses ' . ’ - . .
The overall, hypothesis is that employers-who use permanent part tigggem-
.ployment will™have an organizational climate and management styde whigh is s
more "human relatioris" oriented and less "classical" than employers who .do hot
use part timé employment, and that 'their social attitudes will be more change-
Zpripnteg and less traditional than those-of non-usefs. )

- . -
. -

> M -
Y z . »
! > - - v

N g lpagiuri (1968), p. 25..° Co e
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. zatibnal cli‘mate with the use of part time employment.

IS ) —

\ -— .. -

This ty‘qy corresponds roughly to that of Dhangdale (1974) , who con-
cluded that a medar concept of organizational climdte does exist empirically
and that it can be described along a continuum from climates which have a

"classical" orientat:.on to those which have a "humdn relations’ orientation.
Such a climate continuum, according to Langdale, 'embraces alternate typolo-
gies: mechanigtic vs. organic (Woodward et al); authoritarian vs, partici-
pation-group (Likert); Theory X vs. Theory ¥ cGregor) ; habit vs. problem
solving (Bennis); ‘bureaucratic vs. human reld¥ions (Litwak); closed system
vs. open system (Barmes); and Structure I vs. Structure IV (Argyris). It
@lso corresponds to the major schools- of management theqry: the classical
* theories (Taylor, Gulick, Urwick, and -Fayol); the structural school (Wiker s
vdy, Woddward, and Lawrence and Lorsch); and the human relations theorists =
{Mayo, Homa.ns, Rothlisberger and Dixon, Whyte, Likert icheln, Letwin, and :
Lewin and Sayles)

Dimensiors of Organizational Climate : ,

Although a molar orgam.zatf:.onal climate. may exist in an enterprise, that
clJ.mate will also be manjfested or felt in ‘several more- specific ways--it will"
have Several dimensions. These dimns:.ons need to be described and measured
separately in order to enrich and give content to the concept of organizational
.climate. ~Based on'a small number of in*depth interwews.h experts- in the
field,.the follow1ng dimensmns -are proposed as - having primary relevance to the
part time employment decision:’ g v .

1., Structure: *Mechanistic vs. organi‘ The nature and extent of formal
organizational structure including mierarchy, bureaucracy, systemiza-
- tion, and internal flexibility. hd . .

LY

2. Management gtyle: Employee-gentered vs. proﬁtiim-‘c!entere'd. Manag-

ers' philosophy, values, and practices. . * -
- - 1Y o
R . . - 4 L
* ' 3] oOrientation:. Hwmanistic vs, materialistic. Focus of-the organization
’ " on_people and sérvices vs. efficiency and products. PO

-

" 4. SI‘raditJ.on gontemporary vs traéhtionai values. ‘The‘ﬁegr'ee to which#
: the orgam.zatlon hoLds to stab111ty and traditional values vs. change,
mnovat:.oh, -and more contemporary values.

—~

5\ Managers' attitudes. Posz.t:.ve vs. negat:.ve. The overall view of man-
agers toward part time wotkers and part time employment.

1]

‘. Each of these dimensions of organizational climate has a classical manage-
mént extreme and a human relations extreme. Each dimarision may be, related-to
the others, but each taps into a differeht agpect of the orgam.zation s molar

. Climate. . o L 3

SpeCific Hypo’theses‘ c

~ -

. Within each of, ‘these *dimensions of erganizational climate,. early impressions
ga:.ned.from xperts led ‘to specific hypotheses apout the association of organi~ °

. .~
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 Structkire. Part time employment may be easier td implement _1}1 organiza-
tions which are relatively loosely sﬁuct d and in whichegphere is less bu-
-xe‘uc‘by and h1erarchy -and more -EYexibility. - e_se organizations it may ’
. .be easier for _managets to respond to work needs and employees® needs by. using
part time- employment ; especially if it is new to the f .’ On-the- ‘bther hand,
+* 'a lack of formal channels of coxm!}u.nlcatlons and standard- pollc1es, procedures, .
- and, info ion systems may inhibit e flow of informatidn about favorable
part’s;}'me experienges and‘;:ontnbute to-the isélation and !ack of 1nst1tutlon-
ali ion of *part me employn}ent ' e t .
- @ S .. . . ax . -
Management Style. _Managers who e employee- -centered ahd concerned about
-workers, and who Superv15e partlglpatliy rather than 1n,close punlﬁve ways
may be more* likely to adopt part time employment. /Snf:h managers tgnd-to be -
- moYe "involved with’enployee problems 4, and morerl\lkely to use par\tme schedr
) ulzng to provub for employee needs ithi »productlo basedsconstraints.
They may also lse less likely to see gi ficulties with the superv151&1 of
part time* werkers and more llkelf'/to be comforta.ble,.wlth a n()re £fluid and

flexible part time system. -~ ; . -
ﬁ. P Y ,//, ’ . , .- . . - 3 )
) O‘Eienngation R“ngmber of obserVers exp‘esse:,bellefs “‘that entemr}ses -«‘é . :

' with part time emeent h%ve a morey umanlstlc 1entat1c>n than those. wit] .

it; i.e., that companies which emphas e gqod employee relations, pleasant wo‘

-7 ‘ing cond.ltl/cm’s, generous fringe. &nefltﬁ, customer servicegy safety, and quaitt
e’ ‘may 'also tend to use more part time scheduling in order to accommodate goth - r
NP worker “and customeuxeeds. Companies whioh empha51;e .output, costs, and effi- o
/Léncy may be EssQ'e eptlve to part tu.me-iemployment in “generai, and less re- \ .
ceptive to employee uests for it in partlcﬁlar. However, a cpunterargtﬁlent -y

/ %4 {(expressed espec1a11 by labpr union tepresentatlves) ds -ghat less umanxstlc,
,{ » more exp101t1ve , companies tend to use part tipe employment as a way Sf keeplng
. >+ everybody hungry and grett.J.ng morg” work w;.thout paylng ovértlme and somg fringe
benefits. .. - S .
« ‘ | (N S N
Tradition. .Eo:r some . cop anies part.time employmgnt is 4 radical alteratiom [,
in.,a 1on‘§—establlshed 9.t t375 wo day. . In addltlori, part time employment is {\

‘ﬂ often seen as p fa 1a'r¢r cultural shift *owards new life, styles emphasi
i 1n,g leisure time  agd worker Jautonomy :msteaﬂ 33 dlic1p11ne and the work gthic. e
.Since for many, part time employment is associated with change, it may bg most - b

:%- likely to occur in companlg where: phe .climate is less traglitional and abilis
3*  ty-oriented and more. receptive to znnqatlon,as cpanqe, and. contemporary values.

- . However, there is i1l an bpposlte pred&ctlon. If patt time workers are less Te
oA well sodialized 1n$ne flrm than .full’ tlgne workers; (because they spend lﬁs
time in.the firm or have other interests), -then rapldly changing and unstal;le |
Y firms *may avo.d them because they are xet agmther source ,of uncertainty. 4’ . '3 *
P . D -
. o Mahagers Attltuﬁeg ‘It is oftteh nggeste‘d’ thatfa _Qo'terrtlal non—economc 'L ’,'
<. inflyence on par} ti employment dec151ons is employérs attltudes that pa’r'?: .
s -ti;ne workers az;e ‘J;cally dlfferent<(r]om full tzﬁe workers 1n thelr motlvat10n
A Wnd comitment. They may be seen as t belonging®to the organlzation—-not

& permanent if they are. part time, and riot part time if they are, permanent. » They
-, hmay ‘be. ge as, having \h\uded 1oya1t1e§;, as bel\pg éa‘.npredlgtablb, and as not
\

Tt . g ! » “a e w . S
o v * TWe indebted to Axﬁd .Herzog foMmthis peint. ' [ . .
4 : N . . B Y ' ° ‘ * b .
. -~ - . . o -
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. ';—éll integ into the organization. " Employers.mway believe they do not need
¢} %o work e thus second tate corpbrate citizens rather than regular ‘wegkers.
R . . . . . ' . B kY

C ey a T ) ; .
.The questions for this study are whether these attitudes egigyamong em- :._

ployers, -and whether they are more negative for employers who do mot use part
. 2 do A%

1 . L 4

¢ time employment than for those who do. . . . ) .
o . § 4 - , - . ‘ - . .
- - é ‘ . . - -
o . L ® M. MegsureS ef Organizational Climate . N
B s : ) <. . it . o -‘ ’ ,) *
- Two major vehicles.were used to measure ofga.nizat&nal climate and managers® | . .
values. [The first a series of.open-ended qyestions asked in a persana} in- - - t

terview vg}‘:h elicited :the’respondent's feeling about the atmosphere ‘or’ environ-

e ment in which he or she worked. This provided a subjective view of the structure,
style, self-image, orientation, and values of the enterprise. The'se responses’ N
given in the“respondent's own words, were then ‘coded by the interviewer as di-
chotomous des criptiﬂons 6‘f organizational ¢ imdge along each of the dimensions
identifipd, if a &Tear choice could be e. Responses to other questions (such ,

p -as thos%hich asked employers why peo work part time, why_certai;{‘j"obs are . Cld

" not suit le for part time e;mploﬂv“ﬁn;, and what their experiences, or e:qgec_’tatiops

about part time workers weYe) ‘all assisted the codifi®tion of subjective orgar e

nization%lﬂiﬁate. A“gieso;iptibn of the climate dichotomies ‘foil‘b;.vs‘. — ‘

13 .
’

R - P [} L e T t
».% stucture - Orgé’nic: some -struetures and control but relatively few - ) )
. . . Y2ukes or procedures, relatively little hierarcly or bureau- ° )
. ! . ‘cracy; relatively informal, relaxed, and fluid systems;
" emphasis on. cemhunication, and flexibility. ‘ -
. . MecHanistic: Arela‘tively large’ number of rules’ and proce;
e ' o, . dures; bureaucratic, structured, formal; emphasis on ‘systems
V. . and control. e ' )
P - . . " e
o Management - Employee centered: sensitive té indivigual embloyee need‘s ’ .
- Style as well as ‘company needs; identify with employeés and see P
: them as basically capable and trustworthys manager's job
% Cew 1‘ ' is ‘to help arrange things so employees are able to pgr-"

~

g

'

£omm, i.e.,'organize, facilitate, -support. . )
- e . Production centered: main emphasis on needs of production
Tt T E ~ .and company; identify~ mainly with. company, man3#s nt; em-
L ployees seen as basitally not wan}éing to work and needing
contrdl; manager's job is direction, control. - L
. - ' @ . S o
. Orientation - Humanistic: people oriente, emmphasis ¢n services, goody / )
- employee relations, quality, “helpipg people (customers, e ’
clients) . ¢ - . : '
. ) Materialistic: product oriente
' - -9 . costs, “output, efficiency, bottom.1i
. , ’ ’ sales, making money, . o ' . i .
. | ‘ \ . " ’ L ? v - /\"' : v - . <
‘) . “radition - .Ghange oriented: dynamic,’ progressive\f\‘nndern; ~emphasis -
& - . 3;1, weing up to date, innovative, fast mgving; leaders; o »
. . responsive to. external-changes. m% e R
¢ - V- | rradition‘oriented: traditional, conservative, gtable, .
o LI , . * solid, sEFch; émphasis on loyalty, “tenure, age, history,
. . ‘estaBlished reputation {family atmosphere sometimes).

ghasis on prOfits", : -
, competitiveness,

'
1

’
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“Attitudes -~ Positive: see part t1mers ‘as valued membez’s of (regular)
‘ * .. Work force; as good and productlve, committed, mature, .
hard working, invested 1n @areer “or cOmpany and/or members
. of positively viewed groups s
"+ Negatimye: see part timers as marginal, temporary, not” as
*invested in career or company , *less predlctable and cqQn-

- . = ¢ trollable and/or members of pejoratlvely viewed groups.
L - ’ . - ¥ ’ ‘ : ’
PR, - ) . P B}
\ The second measuring, device was basically Langdale's climate and con- e
;\‘ ! tingency instrument contained in a mail questionnaire. This 1nst:ument 1s!sed
[‘,\ . to provige a class1ca1 management to hu.man relatlons continuum. It contaJ.

mfluence, control, “structure, spec1a11zatlon,'compet1t1vene5s, #hd.communica-
tlon questions as well as gquestions des:.gned to explore respondents' values.
B Responses to each quest:.on are made onh a 7- or 8-point Likert Scale: A}l .
’q estions have a, classical management éxtreme (score =" 1) and a human,rela- y -
PR yions extreme (score = 7 or 8) and all are intended to be additive. This
1nstrument was used to obtain an aggregate rea*mg on climate and its main
o' dimensions. It was also used to provide objective verification of the sub-
Hectlvely evaluated open—ended questions ofi ‘the same issues in the personal
, interview. (See Appendlx I .for a list of tlfe questlons asked, and see Chap-,
%ter II and Langdale (1974) for more details about .the instrument) .
* . -

N
-
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c T . C. Resgults: Orgam.zat:.onal Climate and Managers' Attjtudes’
' AmonLUsers arrd ’\Ion—Users ¥ part Time Emplozment .

In thik s‘éqt’ib’n the esults of the efnpifica.l ana‘ly'si's of organi¥ational =~
.climate apnd*managers' attitudes are fresented. 'The objectives are to describe

. T e climate and attitudes of usdrs of part time employment, and tp discern *
C (o ai endas between users and ron-users”. *

~

- .

'

<

¢ '

. L]

I’ -

)ﬁ - * ‘
Molar Jrgan‘izational’climate < : \
- ;

. . Emplodyers who use part time employment are not ihffereng f,rom non-users -
.m the.u‘ overall organizationgl climate.

s
. - - o . ‘
.. * - i

% . * . P
[ L. " The mean séore on the‘!!!anlzatlonai cL{mate questlons on the'Lahgdale in-
. strumeht was near the midpoint of the gcales for both users (mean.score = 4. l)
.~ and non-users (mEan score = 4.2). The responses, fell int very narrow range
at the centér of.-the scales (standa&d dev1at10n = .46 and .43, reépectlvely)
’ ¢ N *y ’ . . « :
";? i This result corresponds to -Langdale’ s own’ experlence that business. firms
in general occupy.a fairly narrow range in the“center of these scales. 'He Cb-
. tained dispersion by s&ratified sahpllng Uglxwlude supposed}y strongly classi- .
cal (e.g.;- army . .unit) and strongly human relations’ (e- g.,' private school). orga-
- ,wnlzatlons This sampling cr1terlon is notyapproprlate for this research, and
thétefore the scales-do not distinguish users from non-users. However, when
the scales’ are '‘grouped; ipto smaller and more Momogeneous groups reflectlng I
. specific dimensions of climate, some s1gn1f1caht differences between users °
‘and"nonJusers do emerqe. ) e . ﬂ.
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Tradition and Change . ) ' L

1y - . L] ~

Change-oriented managers with contemporary values engourage the use_of
_part time epployment, even in stublet‘coaservative and'tradit;onal organiza-
. tioms. . . , coe L
' '7‘“\‘“ "9 .. P - .
Work unit supervisors in-user compariies- are more receﬁtive to change,- less
conservative, and‘less_supportive_of traditional values (law, democracy, goverh-
ment, and the family) than non-user supervisors.- They are less likely to punish’
- harshly those who reject traditional values. The“Proteétant ethic and a sense -
" of strict discipline also seem tc be less .strong AmOng, user supervisors than |

non-users. They are less apt ‘to see people as "wasting time with sentimentality .
- s /Il

i

" and idle thinking ahd not dealing with their problems and’getting down to work.

- . -, - . . 4 o
These results are pasgd?on thg?"&radition” scales of the crganizational
eclimate instrument. Taken as a group, they yielded a mean scale s;pzé of 3.34 .

fo:-work unit supervisors"in user companies and a mean score_of 2.91 for their _ -~
nop-user counterparts. (See’Table 29 for these results and Appendix II, ques=
tions 33-40, for the scaleslwhid? comprise the tradiﬁiqr dimension.)
. In contrast, there is only a small and not significant difference betwegn .
user and non-user organizations on this climate dimension. Slightly more than Lo
hal§ the users and slightly fewer than half the non-users are change%q&ien%ed ’
as opposed to stability oriénted (krased on the open-ended‘Questions.subjective-
coded as a tradition vs. change dichotomy) . This®finding is supported by '
- “the objective ?esponses of wor® unit sdpervisors-té the question (from the mail -
<" questionnaire) which asked "whether or not most people in your unit are basical-
vy co uqrvative, believe strongly in traditidn, and are generally reluctant to ) .

" change." Here also users score higher -but not ignific ntly so.. Thus the use
.of part time employment is apparentiy not the éi!&psi akijj}n 6f ﬂynahic, ngL B
, [
t

.

ve
gredsive, innovative industry leaders. ., *
. . " “

Structure, Style, and Orientation . ) .

ey e
,
’ .
4

3

Employers 'who use parf.time employment, have .a more human relations climate
.in Ee;ms of organizgtidhal«structure, manadZmentxftyle=and ortentation than
‘ﬁnonv—users. There a more 'g':}alsgical climate dmong Aon—useré. S vl
. \ . '
) The strongest relapionsh;ps;bétween.any major orgamizational climate vami-
&M and the usage of parﬂpfim@ employment occurred for the 'structure dimension.
» Compdnies who use part tine'émﬁioymgnt are more likely té have orgdni?'o;gani- *
zation $;iuctures-(69-percent)-than are non-users (}S‘Qgrcent).' This resu}t Lo
is bastd on supervisors'. responses to open-ended gquestions. ' .‘~' .
. v - - . , ’ < T . \
Users of part ;;me-quloymént are alsoc somawhat more likely than non-users
to have a management style which is*employeeq;enteied rather than production=
centered--77 percent of qseré and 56 éepéent of non~usersi/are judged employee- :
. centered based on supervisqQrs’ open-ended responses. imilarly users are some-= .- “.
. what more humanisticrih their orientation than materialistic.- It should be %
noted, ho?ever} foer both the managemezz style amd orientation dimensions, that ~ ¢
the majority of firms (including non- ers) fall in the hHuman relatiohs sphere ’ ,
and not the classical managememt sphere. This may reflect the hyman relations
’ < : T ¢ "

- A4
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" rable 29. Tradition Vs.

Change Dimension of, Organifational . Climdte for

3

A FuiText provided by Eric . .
4 .

. ' ©  Users and Non-Users of Part Time Employment * . . .

. ~ (ﬂigher scores t{ndicate more chagge an.‘c‘i a3 less traditibnal' clin\ate’)

e b " i ' ’ ‘ "’ . ' U:. -\, “ * - )

_ . - i F = . i
T Item, A . ’ﬁ" ' e Usex ‘f, Non-Ufer .
v, . « ‘- C P '
¢ T : 2 Pt # ’ oo y .0
- For Work Unit Supervisor . “'_._M‘,\ AR ’ - o
. Aggregate tradition dimension of organiza';{onal . ' (¢ &
*. " climate (Mean score of 8 scales) +3.34 .29l '
\l - ' : : <
Some ‘component guestions: . . R
. . . S A .

, "I pelieve in traditional values (support o,

} . the law, democracy, government, the family). . .
and I am against radicals .and communism." * . \ Y N g ’

N (Scor_e) . g U 1:93 - ,

- * . a N ' . b .
' v1 pelfeve tHat, those who break the Jw

' .+ and go against.traditional values should ! . '

. _be harshly punished.” (Score) : .99 .

; ' " ) | |4 N L . > . r
"There are too mary people wasting time with .
sentimentality apd idle thinking and not ¢
enoygh people dealing with their probléms ) .

» . directly and getting. ddéwn to 'work.",. (Score) 2.60 »
. , . N . “ I * v
For Work Unit . L 4
. . . . " > : . " R

P Work un®t 1s change—or&nted (pércert) - 53 .

o LY
"Most people in #h1ls work unit are bas\ically~ )
conservative, believe strongly’ & tradition, - . -

‘ and are reluctant_ta.change.” (Score)’ 3.70 3.40 . .o

' ! . “ . ‘v . . . -8 ’ . 5N
v Notes: The source is responses to the Langdale organizationdl climate

© 7. . fnstrument By mail questionnaire from work unit supervisors in 30. user rand

¢ +'15 non-:usér companies (excépt, for the «ast item which is obtained from
open-ended responses from 3 personal ‘interview whére n =" 39%and 29 ge< *
spectively). . = T o »

.o hd N - Lo ’ . -
L 'Numpers refer tQ §cal~es where strongly agree = 1 and'§trongl'y disagree = 7
and whose midpoints =.3.5. . . )
Differences betweern users ‘and non-usars are not statistically significant ]
fqr the work unit but are signifi’cant -at a < .05 for the‘work unit super-
visor, ‘ o Coe 'X R §
- y > - »
3 . ’ .y - ’ P } ‘ . ¢
v .. 79 ,ﬁ ) :
@ A Qs A Cot -
E MC : \/ . N = e ‘ < »
J v . .,




N ¥ . . :
bias in managen?éht theory and the, culture as & whole, fas well ®s companies; -
tendencies to have ifxterviewezt tadk to tHeir most "pkople oriedted" and most
« cooperative sppervisors. ‘ . e, i ) -y .. '

. 4 ¥ . . , ..

A mo human .relations climate is also found ;'g‘use;s' of part"time
employment more often than among n3n-ugers based on/the objettive scales of
the mail questﬁ.or}:haire. An aggregate of 10 scal all Telating especially
~to organigzational gyzture’ and management style support’ the hypothesis that

t

’

" users are 'si‘g,ni'fic' ly mére e'mployee—een@:ereli, less ,controil»:'gng, less struc-
tured, and less, fbemhl than non-users. These questions indicate that users
. are more dnclined o let employees join-in and influence management decisioasd
. "and trave a say in who gets rewards and punishments. User supervisors also' '
spend less time assigning wogk and making up schedules!, and p'r;ovide more time °
for emptoyees’to talk about fnon-jobrrelated.matters.. Formal channels of com-,
- mumication’ and ;‘.nfluen'ce are less important and users have fewer 'f,ormal_ sources ,
. - ef informatton’ such as forms, counting devices, TV manitors¥ and surveys. In.
. . . general, management exents less &éontrol over the work, methods, behavigr, and
goals of lowar -level emplpyees among users than non-users (see TasTe 30 for '
* these results and Apfgndix IIf questioms:2, 3, 5, 8 9,16, 18, and-42 for
the 'scalis which comprise the structure and style dimensions of organizational

climate) \ . . .
« Managers' Attitudes e . ' e T A s } ' !

\

-y v

. . N .o . ' » ;7
Many managez.'s hav@ﬁegative view about permanent part time-employmenlt, .
but it i¥ based on objective 'technologzical" ahd (to a 'lesser degrée) econqmic’
~ comsiderations,.and not on prejudide -either for or against the personals charac-
teristics of part time workers (such as their sex or I/ifc? style) .
‘ N ’» . - , Ly . *

Subjéctivé analysis of employers' remarks about palt time employment in
fth! personal interview jndicates that mos§ managers have'iiefinitive views on
Part time employment. What those views- are dxnds on usage. Three-quarters-
of user supervi'sors were favordbly inclined towhrd part time workefs; three-

. quarters of non-use®s_had negative feeli:ngs,overall‘ee Table 31? L.

However) the difference between:users and non-uers in their attitudes
" toward part time egployment d6éd, not reflect bias against the character or
motives of part time* people.. For exafnpl_e, an 'expl;o'ratiOn of employers‘ per-
ceptions of why people work part.time .showed no significant f,diffe\rence be-
tween users ‘and pon-users. Only about 30 percent of each group "indicéted
any personal reasons tha? appearéd to them as "ies‘s than enti.rg.ly \(alid -eco-
nomic or scheduling' req‘uiremehts 6n the part ‘ef part time workers. |

+

B 4 . s -, - —

_ Qther evifence preéviously reported in this study a‘lsbo*li'ndicates_theren!
little subjective bias against ‘part tirme workerd. Al‘thoﬁgh non-users are e’
inclined than lsers to»’believelthat part time employment is ghsui'te_ed‘t'ofsome_ :
jobs (73 pergent vs{ 41 percent), the kipds of jobs and, reasons given are simi-
»lar and-gelated to work technology, -not to personal characteristics of part - <
(time workers. "Employ€rs do not believe that part time workers are less re- !
sponsible or undble tc handle important jobs. ) .-

- l"" I h
- N
.

3




D

¥ . tional climate (Mean score of 10 scales) 3.90 3.55
T Some component questqine: o \ s , -
How often supervisors allow employees to join’ 1n AR ! :
T and influence their decisions (Score) 4.43 3.87 -
[ ] 5 . . \
. How much time superv1sors soend a551gn1ng wQork ; ~ '
maklng up schedules, setting work goals, and S ‘ . ‘
- ' watching employees works (Sgore). 3.10 2.67
” ‘Whether #upervisors or employees determine ] '
. rewards, penalties (Sgore) . e 2.66 2.40
o - ) . - !
L I . How often employees can 1k about things other ) -
' . _ than ‘the jobs they are doing: (Score) : T 5.3 5.0%
s - . & . .
' - » .
’ . Usé of fé>mg; éhannels of dcommupications (memos, T
-, )noﬁ_golng over noss s head) (Score) " . 13.53 3.3~
o« v * 4 “ N ;
' . " Use'pf formal channels of 1nflpence‘(Score) ! 3.87 3.53 %Y
i . ! -, . . -
et i L . ) . "
o . Use of extra sources of information (counters,™ v .
e 3 V'monltdns, surveys) (Scctre) 4 . - 75,47, 5.07
. . ' i .
el - Control tntt supervisors gnd “4op manageuen have . .{
- ovér work methods, ‘behayior, ani qoals of © .. *}
. employees) {s¥ore) ’ S . 2.60 _ 2,93 FC
. . i s . 0 I
/o4 : . : .
. Number of forms whi scirculate (median nurmber . o,
“ *7 selected) from a 118t Rf 29) - - 14 % .18
ERIC '« — e ‘ L
5 ‘ . . . o . Q t . R N
\ N , “ * L _81U8 v T ". et 1
[ . . o - ., q
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Table 30.

Structure, Style, and Orlentatlon Dlmen51ons Qf Organlzatlonal

s ’ ' Climate for Users and Non- users of Part Time Employment

-3

+ ., men® climate}’ ’ .. ’

’

£
‘- )

jﬂigrer scores indicate a more human‘relations and .a less claésical manage-

3

A

Aggregate structare style dimensidn of organiza-

. . - .
o N . * '

RN *
. Item - ‘ ) User Nqnqu§Er
A Sub)ectlvely ratea dxchotomles from open- T i T
ended questions, ! . ’ T
. . Crganlzatlonal structure is organ1c (percent) 69 35 .
[ L I R . N
. Management philosophy is emploxee centereq R .
: (percent) . \ ) 77 56 .
. Or1entatlon i's humanistic -(percent) 79 58 ,
___________________________ .-———_-_—-—__-—___4._-—__-—_--__-__.._..-__-_.--.--——— »
_ 4 - N - ‘ ,
v - i i
" B. Ob]e‘ctlve scales from mail questg.onnaire ))} )
)

.

v oet @

"
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T M N
e _ ST : ' v

- v - Negative © 24 74 C ‘

4".

- @ - .
g N - ‘ ’
.

~ . _Notes: Sample's{ze is n = 39 for users and n = 29 fdr non-users for
‘Banel A, and.30 for users and 15 for nen-users for Panel B.

.
. PR ¥ 3 . t ' - f. .
// $cales have sc¢ores ranging from 1 (most.classical) ‘to 8 (mdst human relations
,’ oriented); mddpdint is-4.5. . \ ‘ T 4
S . -

Ed © ‘ .
¢

The difference betweert users and non-users on the aggregaters;ruciure-style -
dimension is statistically significant at a < .15. Individual questions show
less significance. ) . . o

r I . v .

A - » .
P -~ A 3

%

In addition, the explanations for unfavorabl economic outcomes for
part time wofkegs are not generdlly cast in terms of undesirable personal char--~
aé¢terigtits. . For productivity, turnover, and abspntgeism, w en there were un- ]
® ' favorable outcomes, there were few pejérative explandtions (e.g., part time .

_ % workers are .uncommitted or have other ,interests) j there were just as many
posjtive personal explanatidns (they are stable, ture, responsible - see .
Chapter III). Attitudes of supervisprs toward the loyalty.of part time workers o, o

» and their ability to relate to cbfhorkers are not significantly different among ’° |
users than among non-users. Thus there is no e%idence that the use of part b
time employment is constrained in a major way by negative attitudes toward them. .
Y . e

- . \ N .
.

&

-

Table 3l. Supervisors' Attitudes *Toward’ Part Time Employees

I S

-

- . m e e - - -

‘ Attitude * User . Non-User .
\ ' ) R (percent ‘of responses) -

Positive . -~ - ) <76 26 - PR

' e : s 3 " , N
,
,

’ - \ .

-~ , » , .
- Source: Sub]éctlvely rated dichotomies from open-ended questions. . . -

: . ) ) . L; o . ~£i/i
The difference between users and non-usérs 1is statiétféally siwed€i- . . ;
\ L [3 .

cant at .a < .0l. : N S .

[ LA . & ‘.

'Notes: Sample size 1s n=39 for user;\hnd;p579,£or nbn-users. < .
* v ' . ( a

- ‘ ="
L FE

Qualifiqétions and Ambiguities . - - . T 'ﬂ ) Tty Ty~ ¢ ,
. . 14 R 0 - N

¢

a0 .

” . w . . .':. 4 T a A ‘ '
. The foregoing. results must remain.somewhat .provisional and téntative be- -
'« cause further analysis oflorganizational climate and management attithges sug- ..

gestg some qualifying complexities. . o - . :
* A , . e 0 —

* ° . L\ - .

~ ‘ N . -,

“. ~ Lécation of Control. Although® employ:rs who use part time émployment ool
+  have a'more informal organizatioral climate and a more employeer ntered man- ’
*"agement style than non-users, supervision and contrql:which 'is eXdrcised may R
. L . . - s { . "
- S .- . . .
P . . M ~ - . ~ N

.. . " . . \" .1 1}
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dccur at a higher level in the organization. For example, oversight of em-
ployees' performance (and the use of such information) may occur at higher .
- , supervisory levels. The mean scale score for users in question 26 (whether
top management, middle level superv1sors, or lower level employges watch out
for quantlty and quality of .employees' work) is 4.28 for usersy§tfﬂ4 73 for °
non-users, with a < .10. For question 28 (at which level this information
L ' is used) the mean scale score is 3.40 for users and 3.87 for non-users with -
a < .25. The lower scqres for users indicate SuperV1sxon at ‘a higher. level.
‘Slnce jobs’in user :companies are more specialized than in’ non-user companies
. (méan scale'rscore is 4.90 for users and 5.80 for non-users, with a < .10, and
where lower scores indicate more spec1allzatlon), there may be more vert1cal“ .
communlcatlon to hlgner levels for purposes of evaluatlng job. perfermance

.
. . f s

- w gt

) Bnionization. While supervisors in.user companies appear to be less for-
- . .mal,.less controlling of their wWorkers, and more participative than superwvisors’
in non-user companles (see Table 30)y it is simultaneously true that workers
themselves in user companids do not in return have more control over their.
superv1sors and their work methgds (who is to do what .work and how to do it)
than workers in non-user compaq}es. That is, there i's ‘hoth 1ess'control down~
ward from ‘supervigsors to wurkers and less control upward from workers to supe;’
visors 1n user as opposed to non-user companles-—there is less total quantity

1 of control in the enterpraise. ' 4
N - N » ! .
- . - e -~ - e —»—-‘- - .

’

/
The reason for tnls Dhenbmenon appears to be” the much’ greater frequency ’
of labor unions among nonrusers than among users. In the firms studied, nearly -~

o, half the non- user'work units were unionized, but nong jof the users had unions

T e work units where there were part ‘Elme-uoxkexs.._ Thus lower level work-

- :‘ﬁ non-user companies have some measure of coPtrol over the1r supervisors
and over thelr work ‘methods because of their union yrepresgntation, which user
companies' workers lack. For example, the mean stle on question 19 (the amount
of controf that lower level employees have over the work méthods and ‘behavior
of their superv1sor such as through labor unlomf'and proper channel;) is
2.93 for users and 3. 80 for non-users, with o < .0l, and where higher scores
indicate more control. (See also question 22, for which mean scale sgorgs are

. '3.03 for uséys and.3.60 for ron-users, with a <..15, suggesting workers igp .
" .. non-user com ies have, more power over ‘their co-workers than workers in users
. . comparnies. ) /Thus the finding of a more human relations organizational climate
N users of part time employment is sustained, and the relative lack of
* ' forke influence in an upward direetion 1s explaihed by the dlsproportlonate

preserice of labor unions among non-users. .
‘ . »

+

¢

» ) ) ) J )

’ Feedback Although users tend to be less formal and controlling than non-

. users, the effect of this on the emount and/or direction of feedback appears to’
be 1n51gn1f%;ant .For example, the amount of cormmunication workers 'give to

~ -their supervisors vs. the amount’ of communication supervisoss:- glVe to workers ;
: (questlon 10} y1e1ds mean scale scores for users and for non-users which scarce-
» v 1y differ (3.43 ys. 3 53, respectlvely) There is a similar lack ‘of difference

between users and nongusers in terms of the degree to which'employeds seek to
§nf1uence and/or communleiie either’ up or down the hierarchy (quest1ons 24 and
1).. = . .

o« , . i . K . L . .

- . Opengess and ‘View of Human Vaturq Contrary to- ectatlons, supeﬂ.&sors
in user companies are less open and-snarlng w1th lower’ level employees, and have
‘F + ‘a.less optlmlstlc view of human nature than superv1sors in non-user companles .

’I"heyv are.more l;k.ely to keep what they know to themselves ihd not answer all‘i ~

ERIC#. .~ .~ - | S 9 o
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qqestibns thaf'are unrelated to jobs (question li, which Hqg mean séale_sébfes

~ of 4,33 Yor users .and 5.27 for non-users, with a < .10) . ~ They are more likely
to believe human nature is directed by self-interest id a hostile world (ques-

q " tion 39, with meéan scale scores of 3.37 and 4.27 for users and non-users, -re-.
spectively, and @ < .10). These results appear inconsistent with the previous .
_finding that users of part time employment have a more employeercentered manage- 4
ment philosophy. _Howevér, it may be that*supervisors who are less traditional

~ thah their organizations (and who are thus somewhat out of phage with their. .

. énvironments) feel some upcgrtainty and pressure and therefore act cautiously L

.\,iéﬁﬁhe interPerSDnal aspects‘of their manageqpnt: . : (", . . :

- a - AR
hd . b -
» M . . »
- . D ‘ ; -~ N PR
' . .

‘Summary of Findings R \ .

. : ‘ #,
Organizational climate has an effect on the.use of part time employment..
. But it is not a strong or a universal effect. Managers who use part time em-
ployment are somewhat less traditional and more change-oriented than managers
who do noq-hse it. TQgir organizations are somewhat less formal and control-
ling in their structure, and somewhat more employee-centered and participative.
, in their management style. But users of part time éhployment are not monolithi-~
cally more human relations oriented &or are non-users thoroughly more classical
in their organizational climate. Part time employment requires clear managerial
inputs; it is not group-managed by autonomous work units. Employers exhibit
i+ clear ﬁositive or megative attitudes” toward part time workers, but they are ob-
jectively based on work technology and worker: schedulirig considerations. Nega~
tive prejudice against part time workers is small and does not constrain the
use of part time employment. &t ) ~
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.not be representative of all part txme employment

. . .

.

CHAPTER VI. CONCLUSIONS

» v

Part time employment:is surprisingly common, and it is drowing. More than

20 percent of all people who work are, employed part t1me "It is especially
frequent among wamen, the young, - and the old. Advocacy groups are presslng
for more part time job opportunltles, espec1ally permarent part time jobs,
claiming social beneflts as well as advantages for employers. But employers
themselves are little coﬁcerned' not much is known about their experlences

v The objectives of this exploratory study,are to 1) learn why some employers
use permanent part t1me employment and why others do not, 2) suggest what ‘the,
beneflts and costs of part time employment are, "and 3) descrlbe which work set-
tings are well- su;ted to part time employment and which, 1f any,'are not.

v .

Original data were obtained from personal interviews and mail qpestlonnaires'
from nmployment experts and work unit supgrvisors in 68 private sector corporar
tions (39 “users and 29 non-users of permanent part time employmenté, mainly 1n
the manufacturing, finance and insurance industries. Occupdtions of workets

studied were malnly clerical, operatives, and laborers. The findings may thus

~

'

4

-

. A. The Findings.,in Brief
4 v

Economic Benefits and Costs . - ,

The economn.v outcomes of permanent part time employment are not central -to’

‘employesxs' decisions to use 1t or not to use it. Few:employers mentﬁnn direct
Deneflts or costs-as primary reasons for thejr decasions. Many non—users expect

part t1me employment to have some economic advantages but do hot use it, and’
some users report exira costs for part time employment but use it nevertheless.

'3ut 1n many cases, the economic outcomes .for part time employment are aboyt the -~

Q

ERIC!

PAruntex: proviasa by enic [

+

against. 1ts use. ) - 3
. 8 .

‘keeping- costs are alss méntioned occa51onally

same as those experienced with full time workers. Even when there are dlfferences,
they are often rated by eleoyers as unlmportant to the1r dg to use Qr not
s not strong

incentives to use part_time employm ; nQr are ec : BAJ-rong cgnstraints

¢

On balance, the =conomic geneflts of party : : :-'N W cigh the, |,
economic costs. However, what is a benefit to i y
d ding on other factors in the work situatio
eralize. Aevercheletp, the most freguent econo . 12; EF part kime employ-,
ment as it is currently used are r@duced oqertlm hlgher .
product1v1ty, reduced absenteeism, and lower wagffand fringe benefit costs. The
most ff!ﬁuent cost of part time employment is s rvision. Additional record-
< ome ‘expexiences with part
time employment are better-as often as they are worsé cbmpared to full time
employment. Examples o‘ these are recruit:ng and turnover. ' ‘

is difficult to- gens .

. ’ . ‘ . N - .‘

The expectttlons 0f employers wng ¢9 not use part time workers ate somewhat
po#e negatlve titan users' experLInres, and they tend to be somewhat more impqQr=
tant to their rYecisiors. “Howsvar, t ¢ rnly Sictcors 4n, whach users and non-users

registered 3trong Als1irecment wre ;*pc‘ctivrty ind abBsendeeism. aQON-users
expect these to ke’ 1mportant costs of fart ‘time ennloyment, whlle c3ARCS report ,
.thef ¥o be be?eflts. T 1s not glear xnnther these differing v1ews are due to

v ) 0‘5 ‘ .

»
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' . = ors' disgerceptions .0 d1£fenﬂw¥5 in work situatieris or dabor market ‘
© «orai-lons which would 1ndeed'yield different outcomes®if part time employment
were used. Non-users also,exﬁect‘important higher costs of retruiting, train- -
ing, 'and recordkgepinq for part time wogifrs. T : _‘,
. v ' . , ! . . .
- iﬁaustry and Dccupation, Although part time employment, is more common in ; -
some industrres than others, this doss not appear to be caused by different
.economic outcomes 1n these industries. For exdmple, the benefits and costs re-
ported in the finance and insurgnce industries {which use many part time work-
ers) were not d®fferent from those reported in the mapufacﬁuring industry (a
" low ysex of part time workefs). P

.- - N .

\ T . . .

However ,gthe benefits and costs of part time employmerit may be Aifferent;in
some’ occupations than others. "Part, time clerical jobs ma¥ be associated with, :
¢~ lower turnover and senteeism, less recordkeeping and better equi gent utili- .
zation, while part timé production jobs may be asgociated\with better worker
loyalty,. lower wage costs, and greatér fripge benefit savings. Neither jok
, catégory gives better economic outcomes overall. ) .

-,

' o s ) foe . ¢
Labor Supply. Good experiénces with'part time employment may gometimes
4 . result from an excess supply of people available for part time work rather than
v gffom any intrinsic advantagerof part time scheduling. 'This s true for produc-"
tivity, turnover, and ab§enteeism: If part time.workers are abundantsthey are -
motivated tp protect their jobs by doing good work, and employers can be ‘selec-
"tive and choose only superbly qualified workers. o ' A

b 4

Labor-Unions. Part time employment is seldom found ig unionize‘Lwork units. -
,This stems not so much from union policies against part time employmEnt as it
does f;om'contractzprov1sions designed t¢ protect full time workers. or exam-
. pié,.many-collective vargaiXing agreements require a full dayls pay if a wogker
1s called in for any gart of the day, or they requiré all fringe benefits to
be paid to all workers. Eithgr provision raises the cost of part time employ-
/ ment. .. )

o - . . .
' 4
' ' . N . .

’

Emglpyérs' Percaptions of Part Time Workers

-

) With few exceptions, employers (both users and non-users) do not have pe-
L 3gd;ativefviews(ébou; why people work part' -time. They believe in the serious-
'* heas of purpose of part time workers, acknowledging their need to schedule work

' around another major responsibility (such ds school or children) and earn an in-
come; they do not think in terms of part time pecple working just as a"diversion, \
to avoid an honest* day's work, or to earn pgin money. Few managers refer to
either_posi€1w€ characteristics of part time workers, such as maturity and sta- .
bility, or Xto negative characteristics, such as lack of. commitment. And con- 1
trary to popular beliefs, neither are important issues. - ) |
| ‘ " : ~ . .. ' \

/ Yet many‘employe}s do see part time workers as different from.full time ) ‘

. egployees. They are percelved to be outside ‘normgl career ladders and not in-

terested in, or in bome C?SQS eligible for, advancement or promotion..

have outside their job, such as_being 4 housewife or a studfiic, may affect nly

)

|

. : i
According to employezs, the majnr life role which some part time workers j
I

e .
o . . -
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) ~aAfew work performancé outcomes and are of little ihportance'to-employers.'

‘Housewives may have lower turnover and absenteeism and better loyalty thad.
. .studentqt fog_example.. R i e - » . : e o o
Q; ' Work Technology . - i ’
vy - - h
The naturé of the employéf's business strQngiy affects the ﬁsagerf part 0. ¥

( time employment. The most common reason offered by employers Por using-part .
time workers is to fit the work force to the size of the work load. Almost all
users.haveQa special production scheduling problem which prompts the use of part .
time employment. Without this scheduling sptoblem, part time .employment seldem T -
occurs. In addition, the nature of the job affects the.usage ¢f part time em- )

, ployment. Somé job technologies favor it andfsome discourage it. L o~
. : | .o . A
There are two work technologies which ared clear iﬁcentives.t? EE% part v
time employment: discrete job tasks and.cyclical demand for products or servizas.
Both these work technologies are usually found where there is part Eimg employ- R
ment, but found significantly less often among otherwise similar f#l]l time -jobs-
Both may be associated with better economic ofitcomes_ such as increased produc-"
tivity and reduced'oyertlme, both of which are important to employers. 12_29— .
dition, a non-standard size of work load is fbund significantly more often s
when there is part time rather than full time employment, although it ‘occurs ’

in fewer th_mp_haif the user work units. ! . ~ .

~ . >

‘There aré also two work technologies whqch are clear constraints against
the use of part ti’e employment: continuous @rocess'operations and supervi-
sory responsibility in jobs. These work technologies We found significantly

. 1ess often in part time jobs than in comparabjle f¢11 time jobs. Productivity -
and other economic outcomes may worse in conti yous ‘process part time jobs. -
(Therefore the net economic outcome of part time smployhent, while not large ©
the average, may .be quite sizable for certain work "technologies.) Nevértheless, f
continuous process 6perations d6 not gxclude part| tfime employment. Altogethef,7 ’

. ‘ over half of all users had ‘%his work technology. | - e : i}

. . . o
Some othér work technologies are approp}iate for part time employment -but

"1 are not central to the expfanation of its use. .For efmple, routine and repeti- -
tive work ;haracgerfées“mo;t’paft tim® jobs, byt is jyst as often found in com=

arable full timé jgbs. B g e e b e e e e e

< g . 0

4 = % z n - - . .. -

some work technologies for which part time employment has been thought un-
suited are not constraints’ in fact. Jobs requiring teamyork, extensiye superc
visory support, or problem solving are done by part time workers about as «often ) .
as full time workers, amounting to half to ‘three-quarters of all the-part time

jobs studied. . i [

¥

N

-

2

-
» s

Work technology explains why managers and Superv1sors.are,seld6m emp%oyed
on a part time basis. Thelr jobs require continuity and continuous availabllity,
and they entail subervisggy responsibility. Managerial jobg ‘are usually filleg ’
romotion from within, land &ectensive training is provided.. On all thesé .. &« = .
’ %, employers deem pert time employment to be less satisfactory than full '

~y 1Y
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Organizatjdrnal Climate ¢ Z// A

-

: Organizational structure, management style, and managers' attitudes are
* gecondary factors 1n explaining the use of part timpe employmente There a:S
some differences betweern userswand-non-users in these dimension$ of organiza- )
tjonal clima;éf .But there is no molar climate difference between them. That
is, part time employment is not more likely among human relations climates
than among classital management climates. . i J
e . N .‘, . - ) "e : :
Emp loyers whouuseﬂpart\tlme workersfhave a relatively drganic organiza-
tional structure which is more informal and. less contraolling than that of non-
, users; they are more employee-centered and participative; their work unit su-
. pervisors ar more ‘changé-oriented and less' traditional in their yalues; and
" they have ‘cléarly positive attitudes koward part time employment. Non-users )
.- are relatively more mechan% tidall structured and more productionfcgntered,

their. supervisors are more tradit 1 in values, and they'have~ned§tive atti- °
< deés toward part time ‘employment. -y ‘ ‘ '
. . . .

. oﬂtrary to éome expec?ations, user companies as a whole are not more in-
- noyative and dynamic tha on-uéers. They gfte more centralized, with supervi-
it A-ng

sion ‘more highly placed, and,their supervisors are less open and trusting. e s
c There arg no differéﬁces‘between,us rs and non-users in how exglpitiypkﬁhgy,,
are of their worke%s. v LA T »
L " - . - ' — “.F ; * " ? B .
oo ) S _ . e(B- -Theé9$c151qn PEOcess . .

» .

The degision to use 'permanent.part “time employment is a two-stagewprocess.
First,Athe’konsideration of part time employment i a staffing possibility is® .
prompted a%most exclusively by a gcheduling probl -by a cyclical demané for

. the output 'of the work unit, by extended hours of operation, or by a non~standard
size of ‘work load. -In all of these cases, part time employment permits madagers
gé £it the labor inf)uu\to the size of the work load. .

‘ B L , — - . )
) ". \./Second,.an gdductiﬁe decision process comes into play--a problem:centered
A sca& for factors which might block thefr use of part time e loyment or make.
its }mplementation easigr:‘ The factors fo whirch. they scan are work technology-
labor market conditions, trade unidn infldegce, and sgpe aspects' of organiza onal -
't climate. *A constraint ‘in any of these areai.keduces the chances of 9dopting part

:timg“emp10yment,.although incentives in other areas might offset the cOnstra}pt,

or ghe-schedul;ng.prdbié@ may be seriqus enough to oyercome the constraint (see

Chart 10). T : ) . '

3
, e

The eoonomi¢ benefits and cbsts ,of part time empldymént‘are usually not cen=-
tral to, thMbdecision process, althoigh they are Sf course likely to be favorablé
.whén there is .a scheduling proﬁh:m‘anq there are. few ,or no constraints against
.. - _the implementation of part time employment. - ‘ b : L
- W ® - . R s ! - ‘
- ~ The quantitafive,ev;deﬁce that paft time ‘employment is*an. adductive, problem-
‘~solving»fe3pqnse to a scheduling difficulty is strong:s Among the users bf.per@a— 5
nént part time employment in this study, 95 pertent had a scheduling problem.~ .
In gonttrast only 35 percent of the non-usersihad such a problem.. Thus the - "

¢ 3
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IS THERE A SCHEDULING PROBLEM? e.q..]
= ¢yclical demand
« sxtended hours of operation
= horr~standard size of work load j

/ NO =p Part tire employment 13 usually hot considered a.:d not used

. YES -+ Permanent part time employment is a probable solutiop,
- Can it be implementud? Scan these factors:
' ) COntiruous Process operation .
. *cénstmxnts< .
Job M4 supervisory ;qgspons;h‘uty
‘| Technology )

incentive - discrete tasks

+ “ ~

i
1

_ constraints - few peoplp vént part time work,
1 Labox / monlighteﬁ

‘Market |

Cenditions \

‘incentives - 1irge supply of part time people,
espacially housswives and students

—{ Labor union j-constraint - work unit is unionized

\
. \

constraint -~ climate 1s formally structured,
rganizatvional < controlling, and traditional

M

Climata

incentive - climate is informal, uncontrolling,
e employee~centered, receptive to change

~ If there are no constraints, part time employwent is likely to be used, and
economic exporiences will be favorabls on balance

= If there are constraints, especially a \inionxzed work unit and/or negative
job technologies, part time employment may not be used. But in the absencs
of a unionized work unit, constraining job technologies can be overcome by
offsetting favocable job technologies and/or favorable labor market condi-
tions, leading to mixed economic outcomes.

) Chart I0. The Decision Process to Use or Not to Use Permanent Part Time Employment




AR T - e At o e emplopoent ds very closely related to scheduling probe
vl n U aad sonsueans Of part time warkers are distieguished on that

; Aven that oaos e bty psdilem 3 the brpgaer foF the part tire om-
cozploym nt o desr i, what 1t the ole of the other determinatits of ?xmqr in the
adductive & 5 comemaking model?  For esample, why do a few employers who do
have a scheduling problem fail to use part time employment? One explanation,
since permanent part time employment is not in the mainstream of staffing op-
tions. is that 1t may simply be overlocked as a gossible solution to the firm's
. problem. Not all managers will think of all options. But there is evidence
Jthat ti. :se of part time employment is blocked in the marager's mind by other
influeatial factoryg by a unionized work w.t; or by several ill-suited work te .-
nologies and unfavorable labor market conditions. Three-quartars of the cases
in which there is no use of part time employment despits a scheduling problem
can pe expliained in this way.

Conversely, those work units which use part-time workers--~almost all of
whom have a scheduling problem--ususlly have few other constraints against that
4 use. None in this study had a unionized work unit, and 40 parcent of tha users
had no unfavorable work technologies. If there is an unfavoyable work : :chnolo-
9Y. there is also a favorable work technology or a good labor sypply for part !
time people in two-thirds of the cases.

e, Thud it seems that some constraints ajainst the use of permanent part time
Ef\\\:\wgrkers can be overcome. Sometimes they are dvercome because the adverse effects
’ Q}f\ﬂpse constraints pale againast the near-necessity to use part time employmant
tc solve a scheduling problem. Sonetimes a halancing of constraints with in-
‘centives tips the scales, #.9., an abundant supply of good part time workers
can eas® the implementation of part time employment despite jobs that require
supervisory responsiblility. In these cases, thaere will be some bad expariesnces
with part time workera--some economic costs as.well as some economic henefits. -
- And in fact it is just this picture of mixed economic outcomes *hat is usually
. observed, -

- This decision procdss also explains why permanent pare time employment is
not generally seen as aijlalternative to o substitute for full time emplovment, and
- it explains why it 1s n %:nstitutiomlizeﬂ ag § reqular employment policy option.

Part time employment is |feen as a special purpose staffing method to solve par-

ticular kinds of schedullyng problems. ) .

! e

gement systems also play a roie in limf{timg the expan-
sion of part time employjent. There appear to be some appropriate usage situa-
tions which are not takeh up because faedback mechanisms within the organization
are imperfect. ‘twasurempnt and reporting of 2conomic outcomes for part time

compared to full time wofkers is seldom done. Since rork unit supervisors in

paficiencied 1n man

g companies which use part|time employment are scmetimes less positive about its .
. economic outcomes than higher-level employment exnper+s, there {s no pressure

from below which encourages part time employment. At the same vLime, employment

- experts ip non~using companies do 'not share the same positive feelings about

part time employment as their counterparts in user czupanies, so there is little
initiative from the top to nowly adopt 1t.

Perhaps most |important, part timp sinployment la staceotyped in certain nar-
& uses. Menagefs do not abstract from those uses the underiyinyg factors

E l{lC ot

f
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floverning its uie whr-h could be applied to other wios bearing the same factors
-~+they do not have a conceptual model of pirt time emoloyment ﬂpplxcatmnﬂ,f and
uo complete analytical Yramework for making systematic part time arployment
decigions. The decision process 1s not always totally conscious or comprehensive.

C. Policy Recommandations

%

Given the large number of people who desire permanent part time employment
and the potential social benefits Lo be'gained from it, the central issue facing
policy makers is whether there ard any prohlems associated with increased usage
of it from the employer's parspective. Would the incressed use of permanent
- PAFt time employment impose costs and burdens op employers? Would it be incom-
patible with existing production or administrative systems, either in general or
in certain situations? Second, if pglicies to increase the use of permanant
part time employinent are desired, how should they be formulated? What kinds of
Policies are moat likely to succeed in increasing the -number of part time jobs

=

and gain the support of the most pecply?

. The answers to these questions are not clearcut. While based on empirical
evidence from employers, they remain somewhat speculative. PBecause this study
18 only exploratory, and because many experiences of employers are situation-
specific, generalizations are risky.

Nevertheless, the following tecomndat:ipns are tentatively offered:

1. Almost any job can be successfully scheduled on a part time basis. There

* Are no absolute technological barrierg or major economic costs of part
time employment, except those which may be caused by collective bargain-
ing agreements. Difficulties and minor costs that are incurred are
usually small and relatively easy to manage, or they are outweighed
by concurrent economic advantages. Although there are some jab tech~
nology reasons wiy few managers are employed part time, t-ay can be
overcome and there are numerous examples of this. }(

2. It is pot likely that many adaitional permanent part time'jobs will be
madé available without some outside incentive'for employers.
The major incentive to use part time employment currently is
scheduling prcblems; these are not universal to«all employers. There
are few if any other strong incentives which ¢an be documented. There
may, howaver, be some stimulus to part time job offerings throuch in-
cruased awareness of the advantages of part time scheduling in such
work settings. The question which remains is: How many work units
are there with scheduling problams whare part time employment is not
currently used?

3. It is not likely that communicating the spacific economic benefits to
be gained by employers from using part time workers will act as much
incentive for them to expand thiir part time job offerings. The eco~
nomic banefits of part time employment are neither large nor persuasive
in determining its use. For the most part, non-users are not ignorant
of them. However, to the extent cconomic bensfits of part time

L e 91 39
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4.

6.

coployient e commnicated, productivity and absenteelsm will be
the most sucergsfal 1n encouraging new adoptions. In these cutcomes,
non-users have apparently the mistaken perceptions that they are
costs.,

Policies for across-the~board provision of part time employment in
all jobs at all levels are not likely to be successful. Some work
settings are less suitable for part time employment than others.

The implementation of part time employment is dAifficult and costly
in certain job technologies, organizational structures, management
ityles, and value systems. The apparent added complaxity of part
time scheduling will not be easily accommodated in organizations
which do not currently schedule workers at all (i.e., everyone works
a straight 9 to 5 day). *

Many permanent part time jobs could be made available by employers
if there were new incentives for them to do so. If new government
policies were among these incentives, there would not be strong re-~
sistance registered by employers as long as they retained considera-
ble flexibility in implementing such policies. Employers who do not
currently use part time empl nt usually have no strong prejudice-
against it. In many casas they do have information ahout it and do
not suffer from mispexceptions, and they do not foresee imposaible
cost barriers. \

Management decision-making on permanent part time employment could

be improved by providing an analytical framework~-which sets of vari-
ables are relevant and how to analyze them. In particular, techniques
for identifying work settings in which part time employment is advanta-
geous could be developed. The.relatlonships among work technology,
labor market conditions, and organizational climate could be better
analyzed.

More widespread use of permanent part time employment will require
cooperative afforts between employers and labor unions. Labor unions
are often a harrier to the use of part time employment currently.
Obtaining union support for part time employment will rejuire safe-
guards for the well-being of full time workers.

A00
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APPENDIX I

’. =
. Facsimiles oLQ&gst,tonnaizes?‘/ N R
PERSONAL 1mznvmw : o
WORK UNIT SUPERVISOR ™~
uses® \ o _ SN
51, l@g:tﬁ}l your job title? \ ‘ E
2. ﬁiﬂ: is the name of thia‘ work unit your supervise?
3. hat are the main products, service, or acnivim{ of this unu:? .
' 4. Now many people are on the payt{;. of this unit?
- total - men women
] 5. Vhen you talk about part time employment, what are you referring to? ,
f: 6. How many of the employees in this unit are part time? .
= 7. m which jobs are part time workers used? How many are tHere in each job? // '
” . How many hours per week.do. they work? . (/,><
—
job duties : number - hours /'
3 - . . of /
e
. T ] . . 1‘
Iuydoyouthim:yourparttimpnoplaworkpmtim? o ﬂ\, '
ll;t .t.l the other major rolc of your part time workers outside this jabV‘ \
o houssvife handicapped retired , '
T student . moonlighter other /
_— - T /
- vaum the major reasons you use part time employment? ) / ) e

LAY

Ii there any job in this unit you would be particularly reluctant to
: ﬁi&u & part time basis?

101
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? Based your experience, wu&umrt time employees, please rate them as better

g al, or worse (bje,w) tiiap: Eu\u time workers in similar jobs on the following

< v, Pleasmexglaxm whg Lf phere is a difference in outcomes, is it
ML nt to ycm& use of PaELT tmo‘c.mplo’yment (ves or no)? Do you measure the

s ot f e

4

=

A :f'#uﬁ.:.ume 2 i o

A g .
// ) Important? Measures?

‘Promotability . CT—

. Loyalty /) i G N
\Rslatxo‘um.ps‘. PR R .
Availability T N
Recruiting "
Praining ‘ . -
RecoFd keeping : o e
Wage| costs
!rinbe benefits
Suparvisiog, )
Overtime o
ﬁquipmcnt - .

- any of the following technologies apply to your work- t{rﬁg‘ (yes or no)?
o "8q; are they impo*n;ant to your use of part time employment (yes or no)?

J-- -v,.' i

Peas ik’ -Unit Techmlogg /*’; / Applies? Imgortant?
Cmplex scheduling i k'; ' \ R R : -
- pktended hours of ogeration ‘ A v

Cyclical demand i) Lo .

Non-stiandarg’ size of work ‘yld&,d : o
Special prpjects %" N /
- High deq:;q of change I o

. Do any of »l*he following job task technologies deacribe the part tj_mg j(,‘ """"""" ~ N /

\which is (select from question 7).

¥

o,
8 s wmed

3‘6& S.’-uk Té,chﬁologx . Dcscribe job?
/

Inaqo is !:hpor:ant i L
lugh level of struss . : _ .
 Riglr level of uncertainty - oo ' !
" poutine and repetitive - o '

=>p.oblem solving = : ya
Supervisory responsiblity
Policy responsibility ' )
Continuous process operation y '
Discrete tasks '
Extensive internal communication
Extensive externnl communication
Training required .
smtvhory support required

L -




K 13
13

15. ‘Are any of the following external furces or internal pressures heavily felt
in this work unit (yes or no)?

External Force or Tnternal Pressure ‘ Applies? Important?

Labor union Influence
Equal employment opportunity pressure
\ Commpnity—or. customer pressures

i Mig;m‘”ﬁluons. business cycles

| \ Individual managers' attitude =
B aes’ attitudes about.part time - .
P .

/1/6. mi‘wquld you say is the managerial philosophy of this unit? (How is it

.. different from that in the rest of the organization?) What are the central

——————

principles or beliefs that guide your own managerial decisions?

d. 'Bow would you say this unit sees itself as compared to others in this company
; (or in your industry)? What is its self-image?

le. I1f you look ingide to 7yon: interval ‘environment ‘!\{a p, how would you describe
the climate or atmosphere in this unit? (Attitude , style, tone, feeling,etc.)

19. Interviewer observations: i

a) interviewee's ni_’ ' male female ’
b) interviewee's age' 30 or less 30—%0 over S50

\

‘m questions asked are those reproduced here. Explanatory material, definitiona
and probes to assist the interviewsr in the personal interview and to assist the inter-
viewse in the mail daestionnaire are dsleted, extra space for recording aiswers and

- comments have been Ueleted, and provision for interviawee's code nunber, interviewee's
nase, and date have been deleted. !

E 3

’*m questionnaire for the personal interview for the employment expert is the
sams as that for the work unit supervisor, except job task technology questions are
m. I .

3antiomfixu for non-users are the same as for usexs except that questions S.GQ

7 and 9 are deleted, expectations are substituted for experiences in questign 12, and
quastions 10 and 14 are appro‘g:uuly modified. t

e




—

L.

MAIL QUESTIONNAIRE
WORK UNIT SUPERVISOR?
vsER®

We would like to get some information about (Job title;
to be filled in by interviewer before leaving questionnairse).

How mary employees are in this job cnt;egory?

total men . Women

Porrees———

The following are three statements describing various kinds of technologies.
Would you please indicate which one comes closest to describing this job?

long linked, This is a typical mass production assembly type operation
where part A has to be finished before part B can begin and part B has
to be finished before part C can begin.

Mediating. This represents jobs which have as their primary functions,
the linking of clients, company members or customers whe wish to be in-
terdspendent such as the work of a telephone operator or an amployment
agent. It slso includes other jobs which require fairly standardized
operations with multiple client or customsrs distributed in time and
space such as the jobs of sales people or tellers in a bank.

intansive. This sort of technoldgy requires that a variety of tachniques C
bs drawn on to achieve a change in some object; but the selection, com-
bination, and order of application is Ceétermined by feedback from the

object itself. It is a complax, problim-solving technology. The jobs

of moat professionals, policy level managers, high technology sales

people and some kinds of construction workers demonstrate this 714:4 of
technology.

Do supervisors need to be directly informed by or watch even the Best exployeces
perform this job in order for the work to be carried out and run smoothly?

o Yyei— B0 =
' m the best of smployees in this job carry their tasks to succassfu)

completiog without guidance or direction from their {mmediate supexvisor?
> inpot8ible __  improbable __  possible - — With esase

. Could a capable worker in this job category complete his task successfully
without relying on a co-worker to hslp him in the actual task, supply him

with needad materials, remove completed work, etc.? .
_““Tapossible improbable possible with ease

I Ve 1
. b

Once & given iask is assigned to an individual worker in this job-catagory,
is bhe the only one who works on that task from beginning to end?

—4, N m

: aaum nature of the task -itself roquire that employess in this job category

- communicats with others in order to complete their assigrment?
- m never infrequently fraquently almost ﬂtinmlly
/ _

~ Given Ehe nature of most tasks being performed by workers in this gategory, can

- ==

~-0" ¥ broken down into clesr edural stepts that become routine?
- somewhat easily o sosswhat difficult / impossible ’

-7 S
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10, How often is the sv=rage perason ;: this job category asked t> solve probl-ms
| which have a definite, clear-cut answer or at least clear aethods of working

|, out an answer? ,

L alaost continually . __fregquently seidon almost ncvesr

11, Does the work yituation itself separate or isulate workers in this cCategory
. gQeographically or in terms of space so that their comaunication or interaction

i is uﬂ#m e

1]

o

folloving questions are pare of 80 imutrument wied to describe organizational cliratae. Average beores
8¢ plase 4 cark which best describes ywur work Wit on cach scale below. Cowr Lon-taer

.
i s

Ihe Q.t-imﬂ relationahip between mptrvigu and the espioyess they are im charge of.

—— ly S 1 . 1 \ 1 J am s>
[visors [afw polits  fupurvisors age jolite  Supurvi-ars apé [riendly  Supervisois are very |
"y 4 tut nover  and sometimes fricndly, with employpés end ususily friendly with o~rloy-

yos thelr fuelings.  bus d Aot uswelly Ux-  express Uir feelings. ars and alway's ex~
. rreas their feslings. press thoir ferlinos.

e — 77 . 4. .87
Eviset 1 7 Suporvisors sometives Suevisers almost revet a9 1.8
v empleios to Joia  sllew eaployess to Bin  aliov caployess to - allow thelr caployess o
4 sstiuinie theit 8 a8 iafluence thelr  Join in and 1nfluence jein 12 and iatiserce
o’ . desisions, their decisions. their decisions. !
Ihe 2m0y : of tims that supervisors spend dseigning work ead naking wp schedules, settisg wp
portais vork goals, snd watching the quantity and quality of enployess’ wOrK.
i
. 4 L [ i i { S | J 310 2.67
ryisers. Jinost Supezvisacs sonstises Suparvisors frequently Supervisots slmost . '
r do thunge. do these things. 45 these things. alweys do thass tnirgs. |
. . 4 1.6} 407
Nostly sovey, proso- Mostly suse they en- Almont conpletely
. : sions, and 99 they will joy the people they work  becalwe they enjoy
sot Jose thair jobe, et vitB and sxpress thesselves the people they work
;%,m somsvhat becusse they en- at work, but somewhat for with and because
k. jabs. . jey the propls they work money, prometions, and so — they cas axprass
vith sl can evpress they won't lose their jobs. themsslves st work.
thensslives.
The ugvh whish regazds or yensities sre given cut to mmployses for their work. .
% , - 7 . 2.4 2.40
T 7eles Bre vend  Formal /nf:im vecd  Daployees have & scy i ERpioyess have as Buch
33 o : by 811 supervisors, Bt .who gets rewsrds and oFf mors sey thin super
S0y 4 ewplayess have @ 1ittle  there is almost no use  visors is vho Jets
[oiay: Lo sontrel end fow pesalties of pemaltiss. revardsd and there is .
) are veed. ) a6 use of penalties. =
600 $.200

Thare is fzequnt Competition is sloost
sompatition. alveys prasent.

ity thet different typen of esployess have for the swccass of your

i

e N "



). Tisd smavat of tsrrs vmpioyees o5 "alk GF comeor, 3Us almigt things olbey thar ¢ ink they
R N :

IR SRR 1. . i i ! . i J s e

Abwiys often T R Sy BInat Berved

Ll Won-fi . g
Eiln e o L

b, the g 2 6f fursaj chaensly of emangiatios (6t AWk, Bl GGy Gerg TRE Py hedd,

Sperasswy tor Bhoe €iant g e, okl cerra) , frepdare | tnigep s W) %
+ ) A,
S b b 5 SO S S AT SR T ¥
OrRdl Barhviz dry [ EF TN O L R 1 Feetadh chyvwj= age FGIr3i % actm fx 3pe
ery M ort st FICGLLY idjortant. Onl; M ECWEST IRpUTtanl . 1ol i v Pt ant N
e

. ThE weeat of cmsaricatson law r level erplovees give 19 thelr 2 pErvIant s At ta @ naomert
fopward or Panication] va. the 3ownt ol CoMMRICItION BUEoIvisors and LM B E Tl Hiug 16
i 1ow: 1 lovel empluyses (dowteard communication}.

— | 1 - i | N | { 1 L&y 1.%3
MRl O Lcation is Hostly upwsrd. Mostly downwsrd. , Fgrmal communicatior
BOSL alwasy Troe jower - 1% alscat Bluays from
vel sepjicyecs Lo super- wapervicors and top *
OIS and tOp manMjcreEnt . saRAgORent O lower
phd} - Level eepicywes.

; lupward)

. Top sanaqemant and Supervisors kecp what Lhey iicw Lo LheBselves ve. thisy share vhat thyy
kiow with lowver level saployess, .

B

- 1 f ! Ao 0t N 1 ! j e33 s
p Ransgumert ohd su- They usually vhet  [Trey usudily tell em~  Top Seraqument snd su- i
roisors are careful they Mpinis ¢ ves, Ployoes what they know pervisors te' 1 the em-

hoep whbat they kaow  but witl wild cortain vill assw-r even ployees averthing they

thensalvas 28 tell  Guest] TRy Bt uestions dot directly know and snsver sny
Jlovess just soough du:sgzy AbcurgRte J6b. about the job. ind of guestios.

- -

_ ieower level smployses keep what thcl linow to themssives ve. iower léivel employses share
sahagemeny ,

Sitegpiminiatnr -~ - —I na— S i ! - ’ ‘s}; ‘c“
)y afs careful t-:hy/ They ususily iy what  They usually tell top Esgioyoes Lell top wan-
-3 { . lves, mansgenent and their sgement ard their super-
wos wnless the ruies but will anseel scoe sEpervisors what thoy visors rrerything they *
: -are knoy ahdaeri]l answer  know and aawwer sod kind -
the aven quaslions not di- of question.
toctly sbout the job.

¢ ; t meke of extrs sources of iaforwation 1ike T.V.
Bmitors inm thy wOrk SeLting, COUGLErS OF Other Produclion mCASurON, ANCHyBOUS sugyestion
Moxss, SpiRion surveys, ste. 80 thet thoy cin find out mors.

s I S § 1 I | - J s so3
M sources ol iafor- They are somefises They are fxequently These sources of insfor-

$an ars sisost nqver e, vend, nstibn are slnost slwsys *

d By swparvisoxs and wsad by supesvisars end

e vay I8 which employees with equal status or similar positions communicate with each
i ik or write to each other'

, 1] | | i J s.er se
They ere often carwful  Thoy are ususily ro  They are slways relaxed
#hout wvhat thoy say to laned sbout what they  shout whst they say o
6ach other asd wowslly  say tG Sach uihar and  eech othar end slmost
58 the proper chiandel. ofien o not use the - sever usy the formal h
: formal channel. channel . :

Bl o Tex: Provided by ERIC .




*

13, The apount of infl—r e thet (ot levc] smulogres rist 6% Ua EEvimEts 3ve1 Yoy £ sAage-

{apwiard inflochcy) ve. the mount Ol influcoce . SIVISL® 5 1 *op Banepfsrt Paye o6
the lower level woyioyses (dowmacd infleemcri. USEr  Mafialos
. i | S } 1 L L § ) 2y am
t all afjuence _Mostly upreard. Bostiy Cometarsid Aimeor ail snfluerce
fren lowet 18vel ComEs 'R furctvidoTE
m s s aime? and - marigoecht re
i P EVISOrs and fap in #: -7 3% lower Lol
ARDRIERY {Upedid) . i ot 3 [Aow-wir ]

. Tiw use of lormal chaprwls of ioflusnceifor caalic. unicohe meelings, votes, foilovisg
procedures, BOL JUing over the bosi's naed) .

— 1 i i I i L 1 I 187 3%
wriml channels are Formsl ciantels are Errral channies are Foural charmels are
ey Amportant. ) PERLLy ISpGriant, rily wamrabal  IMpGY - Bt LRpOTLAAL .
st .

* A -

. .
7. The rumber of tinct Jifferent eployees Uy ts influcnce the Debavial and thinkiry of

her soapioyees.

. i i | . 1 [ 1 i ] c 17 5.6
Sople Lry to isfluence Feople try to inflaence Pegple ol imea Lfy 10 Jeopic 40 ot ususlily
ek OLher wery cften. sdch other often, but inljoence sach other, try to influence each E

%is Ofter Baspens be- | one lower luvel empioyss but it i+ clesr that & other #nd3 one lower . =
MIMA Vo paopie¢ teqp:d* wsuslly would ot try o lower level enployow level employes wiuid
sos of thaiz jobb levels influsnce a sembec of would not try o Infla- pever Lry t i6flueence

Wy,

= pssitions 8¢ work. top mersqeRest . ete a pmbic of top & banber 6f COp manage-
B. The amoist of COGLIOL that SupSTviatrz and top SAfacement have Gyar the work aethods,
beliavios, aad gosls of their wmployses. -
| ] 1 L 3 i 1 i } 360  1.93
PP Rinigeunt and Su-  Thoy have control 1s They Bave SOBe COALLCL TOP BARMGEASAT and Su- .
BEYisoes have a graat certa 3 situstions in sany SituAtions, but puyvisors have some
sal of contrnl Lo cer-  han they give cut this costrol is little conlyol 1a most situa-
Aio pikestions, espe- uru rvwards. whan empioyees d¢ not  tioms, but this contrnl
$ally when they give waht Lo be cortrolicd. is very ssall vhen es-
ot largs rewsrds or ployess €3 st wart Lo
soEltiss. be controlied.

$. The ssoust of comtecl what lower level saployoes heve over the work wethods, behavior
ﬂmdwtwlmnmmw, .

- | 1 i 1 I | I RIS N
sese ievel spployoes Lowsr level smplioyees Lower level eaployess Lewer lovel employecs
2vs ainost wo costrvl. have some coutrol, Wit have & 1ot of control. Ywve élmost total

: mootly throuwgh unions control.

b

o Jevel at nm decisicons ire aade which everycss is sdpposed 2o foliow (for cmample, are

thes m sade by top massgesent , Biddle leve: supervieoes, ot lower level wpioyoesy?

W E— ult 1 1 l J J 19 Lw
Mpigions about &imost 5 few decisions sre Most Gecisjions aXe made Alpust i1 __ docisiuns

Porythidy, Lacieding #sds b) top mesegenent Dy LOp manaqement, Dut  are wade by top

Y polising, are nide and middie level super- some decisione are nade waAjcRent.

gl level myloy- visors, Dt ey deci- by siddle level super-

k. siono are rade by lowsr visors who thon check
- - - Mm agloyens. back with tOp BbnagEment .
i
) \) 2 ‘” i -

ooy o 107




k. Wow 1. LB sese§ 15 $gbe 5§ ¢ 373 - jra-c R S S L IS R T tE . cese ¥ ‘

L3 Wake do- jabTy Gewt o cEif s 1e triin nf e L r a4 of d.s - -, B R T T A S
— o d i i e i S-S S Y ¥ 3 w3
Vet = ftegaiiiTiz & - oot o ttc f.pe prrerf  F ce § (- F 2. [ < hedhE
2ditatsy $01 gdus ot 0 L5 *aE# feT pniTes ., - Lo ®ar. dir.i4cTd in % Giver 15 thece WO
B giver: powel L5 Saka Fiwes b Singyee fo.c g oewf dal 0T ce Wt Rave ghve L6Sih.tsl sl educsr
ot La kowrs [ > T T T L A PR Tra.tirey 3 1 e=fardlinn. Tife #i®iit Fivx LESVC

ot nh the bEac, - ool TToam broveany sl WERT ey 2t ey aeewi
Lrainsreg w73 (A A A ] I A i
E N T
1. Ve Co 5] Dl peeet 00 Juwo € Jesi cEm s ch Fwe creec G srineg ste-,? broif w a6y
FEMPLT, v Th: dif B wedt WHIR, o EF s 18 i3 L% S ara} -
. i e e e o _— £ -4 16 }oegt
KWFTE GeFE s T . ., Trhey Fosv~x LMk _Th 1 o T ¥ R34 3 it 3E ozgme e f QTwe] £ GyeRE
dve Ltt]- = f.nl suct owEr o fecimiar. bang 1iml nerr LY. doTisiuts r4ve Fissar vor |
b Grcis:. - fmar mylo oL Al 3TF o l.mex Br = ok Ard gve £¥Fe-  rredf [ Guo¥ e Ao - ’
nd oftent »es are ot dtard =t Choy Lhirs S3ri7i wFI Timy YEimM. T8 AT6% Le irvf made
shed what v, 15,/ ) ard ate Siwsys sshed
’ what they thirs.
}. DoCisions aré mate (2 gro s Lin employe. secliign, by vOUE, elc ) vE  derisiond ate seds

i privace & g pefon-to-porsis basis.

— | L .k i ) i iov.e? 387

I G HINS BT Nade GECLIiTht APF uhwsiiy Pree de<iniTnT AL Wmalc PCinions sfc sl

ImUAt swbys in g sede in grivale and on By Moups of weployess tiways side v 2 . - v,
M and Oon & peraon- & PRLEOHTo~ Pl S group of splicyess. *
PPRINCGH GANiS. hagis.: :

§. Who CIGOGes the work Joely, production LAISOLE Of OUlectives Ahet wverybrdy i suppnited io

try o reach? Op Swabers of Lop seanagusent or Aiddly Itoei Supervisors of iower lews]

SWloyess s+t thesé goalg? - . .,
| 1 L .. ! i . i | I 337, e
Mt of the Cike louer S, goalis are chosen Mot Joais It CROME  AIRGSE ell gpals are
el saplioyees chemnse by top Eacsgemernt end by Lo rarsgescht. Dul croen Ly WOP Snace- ’

of te gosls. Biddic SUDEIFISOFSE, DUl  OPE GOalS SIe CEOSEn  Swrr i -

BAGY 9osis are chosen by middia lovel wupers -t
. by lowct lwwel employees. visols vho thon rhweok i
back with tOp Pbfibgeracrt ) M

. N oftan dre Ohe lowst lovel cigloyees given INSEructions O orers sboit st Rinds of . |

WK gOdls OF Lalgets they simuld be LIfitg LG feash (5t ASPuslS. spesches, written .

divestiven, memog, Mc.}7 . )
: N i ) I ——i H i H J 20y 430 4

Alwys Glren Surart unes Aleost revey i N
e WhO WALCRES out fof the quality end quantity of esplieyess’ ork7 In 1t mostl, seaters of
- tOp ARSIt Of Widdie lovel Superviscrs of iower joec]l esployens? - -
= i | 1 ! ] | p | RN R
P ASMMgEncHt slaost Somct ilnS tOp mshac- Tome Line® K736 leye]l Loacr lovel empigyoes
tally. Eent, SOmetiBos Ridsic LLREViNGTE, comotises aiTott tolsily.
. " ievel mupervisory. lower level erployses.

» RIL ploces of woux Beve wone wiy of CherXing up on tREi? sutiut, prrlommance,. of work. Who

dree most of this Chezhirg Sir~LOp AMGFcRCEl, Fiddle Iovel Jupervisors, Or lowsr iewesl

mployees?
— 1 i i i ! i jsor  am
wox vl ewgloyees Widdlie leve. __ervie Hiddie Icvel Supmivi-  TOp RAeGIo! GoFe
B gfftan the caly cesn  sori do some chacking sore almost slvays 60 slmost all the cheching
ik ghock on the work. wp, but sometimes Jowsr  the chacking wp, BWL - up on work.

level mployves alsv d0. sometines iOp menage~
et 4150 docs.

30

e

1 7 7

\



S B ARG The abi T e P laEmaia . SE By Eogas i weth By b m e. el L
Thix 1Bl Ml 3.0 arnf 2 ¥

o

L ok e h L EENRNLUES B BFEE R
R s g wlm g o, HU PR g S T Woam o - e g by It s wto ¥imet only
.r ROp Mansjom ot t.: Gaeddie Joend Cae vy 1L SN CUNRNF ST - P Ly Dot Juwed smpioyns .
~ RGP A0 eyv ewy-loy- LoEim Lo MFE A oy on A B Towed Vageogs 8 Lt aniormataen
e M0 thit they can 10wy fuwol o loyoers, Fivdfas $3 0 b andOrmes la ot O g1 wn gl - .
- PASE Ut Tuvwatds aioal bfg oL i PO Bane Lot gbrat f.eosf fu1- fogemv o, %
ponisteents. AhEL 2lso was ¥ ot Lormyne g ) )
= E 3
S Span ot e s B R T T T T S L o U :
- Mprininig g, : . k ‘ R
- -
- : -
e - ORI B o i N . — Y S
Vuty m3- . (0 9f e} Hany (1i to 0¥ A fro §% to lut Snly 8 wery fee " -
lﬂ:- Is tinctv 3 D it te B fanvs $ia meand of ety Rt (3”' FIC RO ¥ e NP L. «
qct{ilhd Lhe Sewt 33w sy 0wl oy Peln ST MBIy . LA OBEF Ai-omeln, ChHafgy au. suntd, gt AN
s SHAELAY, shates o] tu .omeany’s storas, elc. - e
- i k] | 1 b o IPRO 4er
A vy lapge difforonce. A large dafferlnge Some Al lcreace . * wBall difT rence K '
Z -\\ \L't: e ~ . . ‘,.‘ . s
JJLD 14 Uhote < big difterence botwone Eheacant of adecatitn. thaiferhia AelOr expetient s EE
o e avelagu luwer Bevel eqiiovee nas and e a{asate walicen, N AN . .
- i | O | —dm S Sy I SN SN SN & U I
A very latge diffei.m -, A 341‘*}&\“\?l\{fixdi—fﬁ: Rt TR AR BU S0 ’ A sfail A flerow e . -3
o - )
“H. Mow mych afe the Jobs at yoad flacs of wary sposialited®  Tor raarple, dobd the average N
- Mmployte have only 4 1ieitsd Aanper of m{u-:;s;\:;g S tut 2l "all the thangs that y¢e doe P
. AR yeer work"setting? ; - . B
R 7 N . \ ‘ .
S { } B N | H | . : IER A '\
A grear apount of A fatge st st of Bk 3, coialiistion vory litgis c .
specialization. speialiration . specialishtion :
) ' - . : F
e folliwing questions try 4o §rt & fewl for vour attidudss or belicfs. Flzas place » .
sk whiich best describes thabe of 30 srale below
3. T belisve that everyons should sutaal 1o Proges aothority, pat their £2ilh in strong
Joodarship, and Do willisg tc take sacrilfices for the geod of 1heir Flace of wore,
COMRRIRLILY. OF Country. N v ;“, Hon-Uses
o, AR )
| IR L et i ISR O i iey 2.7y
Mres . Agree Agrev Beutral Disaqrar  Did¥yvew  ivagter -
nromly ot WPt strongly .
~ T
M. T delieve in and Ghold traditions] valuss lsupport the law, deuBcTacy . our geeermment .
the faBtly struciute, etc.) amd 1 am against tadicala and o L g ' .o
| L | i . i ) 1 ] .41 L9
.. Mgvee Agtes Myt re Nauttal Disagres  visdgtes Disayern T - ;
Mreagly ¢ sabashat SOMEVIAL . strongly .
- " - - n N
Ay ‘
35, X belleve Tiut those Mo Licak the law and 90 #ainst traditionsl values shoud be harshiy Yaos N '
panisied.
| - Jd i i . | ) 1 i } 1.10 .47
Agrea Mo .~ Aqree weutral Disagres Diredrew . Disagree N
Nrengly . FOpwhat sosewhat strongly . .k *
* B3 “ i
101 )
109
~ L 4




[

'”- T Belivwe oty 5ief fune ang ya-1o5« wy D3: - Fhog oot SRTyEnTalgts an e Tl tfoachingt
A Ot OMOMGD - aniie dalat wals RO peebioan S5 0Tip mel wtlan s bowse 1o weers Yos g
b k I e i ;
o e e [ — “A._m____.,q__“.,_i Y
Mice A ey L TR S ¥ P T [P RNy O 'y s aafow e
) strongly R Y ool gt atromsgly
3. § Believe ie At feaul saoeme st oty aad wuza ot aty v whrttog o7 eat somg intotlectuals
ALLICR Liw®
> * .
, L,m.”.; R SRR P N . e e FIRE
s - L xs A ~ L. . S v »
e P B ~ w u [ i, 1,
Wb roen e N Pt 3] ATt et mtiwe T 1Rl N T o P NS, g Koo i
[T B O A .
. ‘ ! N i X . i
- — [ R SRR S0 o e b .ﬁﬁ_‘.’ hd
¥ A‘!t*“s A Ayree Healiai e ragrTo P oagtae Dlsagres 3.5
wtrongly St SOMuhat strongly
. I beliove thet R Aature is $i5pCted ba self-inieeast s iher tha~ love of felicw mer
BANT MOat people ate Tagnting (2 rervivi b0 & bostiie werald
I
N e -~ -~ —— 3. .7
g\ejug R ARy A:Toe Neutval Tomateey [T JO 2 wdaeres
stionily - Sc‘ﬂr—i'glgt 2O what Aromily
N 40, Moat Prapie in this ymit afc Wasically conservative. TYhey Melieve strongly tn tradition
R R Miﬁ*ﬁiﬁiﬁg‘t;‘{;}ﬂg: o L hange unless Lhey have wory wLrdng rea40hs tO do 30
. 4 1 i H i ! b o0
- Th - Mrye Myrs = Myres Seutral T ajree Fanag ey ~ Risagree
rwgly acmewhal ¢ soorvhat seremgly B
- = o = v ™ -7
AL, Bfernal slrvss soalitipns  Certain places of wolx AFe cidst SOI6 [ESSSUTE OF Stress fron
Gutside than afte otner platea.  Hite 2tf 200 REXEoirs of artrreal stress.  fOOr butirusy
Or Wihomiy condiliong . Gubsid® uh . prossul€® of 3irikeod, lrw good cutside people applyiog
5 . = » fox ol other companias Lrystd to Mol YUTIness. =horlage uf ncoessary maleflais, Pressure
or Yhreats from climity. How much i your place of watk ubrar pressuras Like these
e | | | o i P . J y.80
Umier Undot ’ tesder et Utede g Undiat wery Undar
‘autrews much oy 4 avetae littile 1ittle stress  no stress
atiess Lrexs - ALrEnn atiers stross y
L+ 43, Internsl strass condilions {ertain placos of work are under #ore ‘prassure of stress from
inside than arc sther places. Were ace 5OBd exani-les of internal strass:  interral conflact
; - -
or triciion emong weployees, lack of trust asang eaplovees. supetvisors pushing esployees
G WORK o0 DArd. Noatility toward top sandgesent. epplojecs destioying compgny propefty.
A wncosdortabls or dargorous worsing cobditlohe, 200:36A0s, many sployess leaving thetr jobs
o work somevhate ®lhc, Egloyscs oot Derng:aatisfivd with thelx jobe. How much i ;_ur
v 3 o= - place of work onder pressures like Shiak?
— .
. i O | i i i i 1 Jd e
v, eder Under Undee Undes Under undor very Under :
extreme ch e average little {1ttle stress 00 stress
stress © atress stross stress sinu

‘n- il questionnaire for the enplaywont expert 1e the yame as that for the mx unit _super- -
» wisor sacept that questions ) through 11 ace u;eud and quostion L is axdified to :«gr to the
ntut u,urpnn.

MMWhtmhuu-mMprumu C

Mkieti Tesults sbrained from the sail gquestionnaire for work onit supervisors in 30 geed and
3% ér comparies. Migh ncores indicate & human rolstions climute and low scores iadicate
» liiu el mlnagement clisate. Questions 2. ). 6., 8. 10, 11, 1%, 17, 20, 21. 24, T, ted 9
JaFe reverasd 18 direction In the quostionnarie to avand rfespons. sct, but ate recoded so uut

ﬂ! Usierpietating of Feaslts iR thy coldw belov is the 33me se the Othor qusetions.

102 - .

SRR 110

Noeagell Ly

e

Py ¥ L)

()

4.220

1.4

o“n




)

43, Below thure i A list of various kinds of documents or foems that can User  Non=yf oy
circulete \n It DEganiaation.  Plodse indicate thowe forms that are present 14.57 TREY
1 the unit that you 363 Juacribing by plading & check .eAt to thom.

¥

8. Writton contracts »f empioyment (leqal contract, letter of appointment)
».  ___Bandbooks
€  ___ frganizationsi chart '

4. Ksatten operation instruwctaons (o1 ~otiery
——

®. __ Myinted job descriptions .

. _ . Manual of procodures

. ____Nritten policies

a. e SoskElow or production schedulos

L. ____Pescarch reporcs

3. _:__mt approval in writing nqu'hod for certain decistons :
k. ___Wotification of appointment of nev eaployees -

| DO , stion boxes, forms, orf other written schemes

=, ___CosYerercs reports ’

3

[ 18 Riautes for senior esecutive seetings

Ao. Mesdas for senlor anecutive seetings

-

. P Minutes fur production mestings

Qe ____n.cndu tor peoduction vestings

v, ___Weitten reyorts subnitted in production meetimgs

. __ _Dimissal form or repost recording the dimmiasal

t. ___ Nouse joursal -
. ___Pecord of inspections performed

s

v. ____Work study records -

w. ___ Records of workers' work ocutput

x. ___Mecords of worhkers' hours’

¥ ettty cash voushars, authorizing/or recording petty axpenditures
5. Pocuments stating the work done or to be done lor a given task

sh. _ Aopeal forms agains dismissal .
. NEitton union procedures for negotiation

", #ritten hisptory of the cxganssation //,»' 7



! BLANK

+ (Last pa. of Appendix I)

104

112



-

Appendix If. Part Time Employment Legislation: Currernt Status

All of the part time employment legislatiom introduced in the 94th Congress
(1974-1376) is scheduled for reintroduction early in the 95th Congress session.
Japresentative Yvonne Burke's "Part-Time Career Opportunity Act® (H.R. 1627) was
introduced with twg changes, both of which are are more advantagecus to part
time workers: 1) part time workers may compete with full time workers for promo-

‘tion; and 2) retiremant bepefit credit will be accmd on a calendar basis rather

than hom of work m:tomid basis.

The same bill was in uced in the Senate (S. 1738) by Gaylord Nelson and
.Co=~sponsorsd by Senat r Bir Bayh. - Representative Barber Conable plans to re-
hmdum his “Private Sectol Part Time Employment Act" (H.R. 12414 in tha 94th

Acaagru-) in the first' sesu. of the new Congress as a remedy for structural
. uneWployment. The bin\ is prisently under study by the Congressional Budget

1

Office as a tn-h approa:h tc”@ob legislation.

A bill to provide part tim ' amployment opport\mities for older workers
under a full employment and Lalanced growth policy hu been introduced as H.R.
3072 by Rap. Bcn:y Waxman of Caljifornia.

\
One new bill will foc\u indivectly on part time employment. Senators Hum-
phrey and Javits plan to introduce the "Comprehensive Youth and Employment Act

T~ of 1977" on January 11, 1977. One of four parts funds a Work Experience for

"In=School Youth Program designed to promote cooperation batween private indus-

try and local school systems in deweloping paid part time jobs for full time

"studsnts which are related to their courses of study. The school's counseling

and placement expenses would be reimbursed under the terms of the bill. \

On the state 1ovu1 legislation patterned on the proposed federal Part-Time

" Carser Opportunity Act has been enacted in several states including Maryland and
- Masgachusetts.

In Massachusetts, Chapter % ) of the Acts of 1974, which was authored by
Rspresentative Lois Pines, requires that 10 percent of ,Covered state positions

. be £illed by part time workers. Noting the short life 'of even highly success-

ful earlier projects such as the Boston part-time social workers, Massaciusetts
has semged a management consulting firm to develop an implementation program
which stresses the management benefits of part time employment, for example,
the opportunity to obtain the services of highly trained professionals such as
lawyers or psychologists who would not otherwise accept low paid state jobs.

A U.8. Department of Labor grant is currently being sought to continue these
efforts as » demonstration project which could be replicated in other states.
Actual iwplemsntation has bcoen hampered by involvement of the issue in collec-
tive bargaining negotiations and coan.(ct batween new law and existing laws

.-and segulations. A proposed new ‘set of rsgulations has been drafted.. Implesen-

tation of a voluntary flexible working hours program has been given priority

baoame of ity greater acceptability and ease in adoption. It is hoped that the
sevarel wmits which have eonvoma to tlcxi:m will htcom supportivc of part

. wime employment. b
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Marylan$ was the first state to enact a part time employment act. Titled

the Flexible Hours Act, it differs from the proposed Federal legislation in

" that it mand%tes that only 5 percent of covered state positions be offered on

‘ a part time Hasis. Though there has been close cooperation between the bill's

author, Representative Marilyn Goldwater, and the state's personnel department

in implementation efforts, a six-month study found that many managers and super=-

visors were Jnaware of the new law's requirements. The six-month study also

found, however. that some full time employees who preferred part time employ-

meat for health or other personal reasons had used the new law to reduce their
hours.

In Tllinois a bill making 10 percent of all state positions available on
other than a normal schedule was signed into law in October, 1975. According
to a survey presently underway by Maureen McCarthy for the Committee for Alter-
native Work Patternsl the bill has been interpreted as a flexible hours plan -
with core hours and an extended bandwidth during which work may be performed.

The\thArthy sux;ey aléo reports that proposed part time legislation failed:
in Iowa and New Jersey. Job‘sha:{ng legislation, howeveF, is scheduled for in-
troduction in Hawaii during the next session.

In Qisconsin. where a Department of Labor funded part time employment and
job shariny demonstration project for professiopal and para-professional workers
ig being conducted withiq;;hg state's Department of Administration, a Special
e Committee on Part-Time EmployMstit was established within the state legislatur .

\ ‘ on June 15, 1976. Chaired by Representative Midge Miller, the committee was :
-+~ ' directed to conduct a study of the potgntial expansion of part tire employment
o opportunities and programs by the State of Wisconsin. . ‘ &

In practice, personnel policies Set by the Office of Management and Budget
» have the effect of discouraging part time employment in tne federal government
} even though Civil Service Commission regulations specifically allow for the use
of part time workaers and provide the methods to be used to employ them. Under
present regulations, a federal employer is raquired to count a part time worker
a8 one entire Ppositior, and cannot prosrate positions on the basis of actual
. hours werked. Part time workers can be placed in an "other" or "derived" cate-
. gory where they do not count against the personnel ceiling for full time workers.
' 'But often employers either misinterpret the rule, kazlieving they have to count
part time people against full time ceilings, or ‘else ‘they are hesitant to clas-
. 8ify a joh. in the "other" category for fear that it cannot be reclaimed as a
full time position in the future. The result is that federal managers are de-
- ,terred from hiring part time workers, and continue to employ full time workers
" whether the job actually requires it or not (Prywes 1974, HEW 1973, Cashdan
1971, U.S. Comptroller General 1976). '

The Civil Service Commission is on record as favoring a change in this
regulation so that all workers' hours would count against an agency's ceiling

v Maureen McCarthy. "The Extent of Alternative Work Schedules in State "f .
\ Government.” Committee for Alternative Work Patterns, to be available in March,
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on a pro-rated basis. Moreover, legislation pending in the U.S. Congress which
would require a minimum percentage of all federal jobs to be made available to
par time workers (S. 792 by Mr. Tunney, passed with amendments by the Senate,
and U.R. 3925, by Mrs. Burke) calls for this change. But tc date, the rule
remains unaltered since the Office of Management and Budget has rejected the
changs.
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